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Part I. 

INTRODUCTION 



1. PURPOSE AND SCOPE OF THE USER'S GUIDE 

1.1 THE PURPOSE OF THE USER'S WIDE 

This manual represents a new perspective for the use of PL 480 Title ll resources. It 
presents a definition of the Title I1 food aid resource, Project Food Aid, and suggests 
a design and implementation process for using tbe resource. 

1.2 A DEFINITION OF TITLE II PROJECT FOOD AID 

Public Law (PL) 480 Title I1 appropriates commodities for use as Project Food Aid. 
The Agency for International Development (A.I.D.) Is the implementing U.S. 
Government agency for PL 480, ntle 11. 

Title I1 food commodities are used and managed primarily by nongovernmental 
cooperating sponsors--U.S. private and voluntary organizations (PV0s)--and by 
the 5n1te-o Nations World Food Programme (WFP). In addition to U.S. PL 480 
commodities, WFP projects use food resources from other donor countries. Since 
the WFP project development and approval requirements are somewhat difIerent 
from those set forth below, this document primarily addresses projects involving 
PVOs. 

A.I.D. Washington and USAID field missions are responsible for W e  11 project 
approval, monitoring, and evaluation, in collaboration with the host government. 
The host government contributes to the cost of food aid transportation and storage 
and also collaborates with the sponsor in project implementation at various levels, 
and to varying degrees of involvement. 

In addition to the roles that U.S. PVOs, ALD., and the host government play in 
food aid programs, other U.S. Government agencies and local nongovernmental 
organizations (NGOs) may also collaborate in Project Food Aid implementation. 
For example, Peace Corps Volunteers work as development technicians in projects 
using Title I1 commodities. 

In the past, Title I1 resource were used in four cotegodes of activities: 

maternaUchild health (MCH) 

0 food-for-work ( F I W )  

0 school feeding (SF) 

emergency programs 



There was limited linkage between these activities. For the most pan, they were 
implemented in the field as projects-'FFW projects," for example-in Isolation of 
other development resources and projects. Experience with Title I1 programs, as 
documented in project evaluations, reviews, and workshops, indicates that a new 
perspective is required. 'Ibis User's Guide applies the lessons of experience to 
formulate a definition of Project Food Aid, one which emphasizes the use of PL 480 
Title I1 commodities as project resources and identifies the objectives for which they 
may be used. 

- - 

PRO JECl FOOD AID RESOURCES 

Project Food Aid Resources are Title I1 food commodities that 
are integrated and applied with other resources to ongoing or 
new development activities. 

I Project Food Aid can be used to achieve a variety of objectives: 

0 infrastructure creation 
0 long-term income generation 
0 child survival 
0 enhancing primary education; promoting school attendance 

and enrollment 
natural resources management 

0 emergency relief 

The key words in this definition are resoutccr and inregration. Projcct Food Aid is 
one more resource for the development planner. It is most effective when combined 
with other resources, espedally technical and material inputs. 

1.3 CONTRIBUTION OF THIS USER'S GUIDE TO FOOD AID 
PROGRAMMING 

This document makes three contriiutions to regular TStle II Food Aid programming. 
(Emergency programming is not included.) 

e It presents a complete generic process for designing development projects using a 
food aid resource. 



0 It supplements the generic process with specific suggestions concerning the 
design of regular projects for infrastructure creation, long-term income 
generation, child survival, enhancing primary education, and natural resources 
management. 

It identifies the technical resources needed for the design process. 

1.4 USER'S GUIDE APPUCAllON 

The User's Guide presented here is not intended to n m  the parameters for 
applying Project Food Aid resources, nor to dictate 'the right and only way" to carry 
out Title 11-assisted activities. Tbey may serve instead as a useful guide to 
development planners in designing and implementing food aid-assisted projects. 
The User's Guide presents model approaches and conditions but recognizes that the 
ideal is not always possible. 

Nevertheless, it is useful and important that collaborating groups and individuals 
share an understanding and vision of what to strive for in program improvements 
and results. 

1.4.1 Potential U8er8 of the Uoar'r Oulde 

There are a variety of potential users of this manual: 

field personnel of nongovernmental organizations, such as private voluntary 
organizations, cooperatives, indigenous organizations, and village associations 

senior ALD. policymakers, Food for Peace (FFP) officers, and other A.I.D. 
program and project officers in Washington and in USAID field missions 

officials of host-government agencies and ministries 

headquarters-based PVO staff 

wntractors or consultant teams on project design or evaluation missions 

This User's Guide should be helpN to the above wrs in four s w c  areas: 
developing new food-assisted projects or identifying ways to use food aid in ongoing 
projects; managing adsting food assisted projects; rnankdring and evaluating 
projects; and training sta& 

Part 2 of this document, The Project Design Proass, suggests how project design can 
be carried out, and outlines steps for establishing an institutional iafrastructwe for 
the process. The key issues and considerations that should be discussed and explored 
by the collaborating entities during the initial project planning stages are presented 
also. 



The User's Guide goes a step beyond simply highlighting these issues and 
considerations: they also specify-in chapter 3, Putting the Project Package 
Together, and in Part 3, Project Design for Specific Development Objectives-the 
son of information necessary to judge whether a proposed Project Food Aid activity 
can succeed. 

In addition to providing a project development process for identifying and 
developing Project Food Aid activities, either as separate projects or as components 
of other projects, the User's Guide will also serve these functions: 

0 They will advance the dialogue that could lead to new project development, by 
contributing to understanding and appreciation of Project Food Aid as a 
development resource among recipient government oficials, potential sponsors, 
and ALD. project officers and consultants, as well as within the larger 
development community. 

They will help new projects establish performance standards-management and 
administration, technical and resource support-to ensure that Project Food Aid 
activities achieve their objectives. 

They will assist managers and leaders in assessing current Project Food Aid 
activities. 

The User's Guide will also assist planners to identifj, ongoing projects not currently 
using a food aid resource, which could benefit from its application. Food aid can 
supplement existing capital resources, making it possible to expand the projects to 
support additional activities that enhance the possibilities for project success. The 
combination of development and soda1 welfare functions of food can make it 
possible to support activities in areas that would be considered too marginal in 
normal financiai terms. 

Projects already using Project Food Aid resources may use the User's Guide to find 
ways to improve impact. The User's Guide spedfies what other resouroes contniute 
to the effectiveness of Project Food Aid, and at which points in project planning and 
implementation collaboration with other agencies and organizations will likely be 
necessary. 

In helping to establish performance standards for new and ongoing activities, the 
User's Guide will make monitoring and evaluation a more meaningful proass: 
Project adjustments will be more appropriate, project achievements will be more 
measurable, and planning for food aid phaseout or phasurver to self-sustaining 



status (cash for work, for example) will be enhanced. 

1.4.6 Staff Tralnlng 

The User's Guide not only constitutes a basic reference for field personnel, but also 
can serve as a sburce of training material for new staff and inauntry Project Food 
Aid workshops. 

The User's Guide identifies the basic design elements to feature in any workshop 
that trains new staff, discusses the policy fssues hvolved in implementing food aid- 
assisted projects, provides important background for analyzing new proposals, or for 
modifying ongoing projects. 



THE PROJECT DESIGN PROCESS 



PREmPROJECT DEVELOPMENT 

2.1 INTRODUCTION 

This wction of the User's Guide outliner o procedure for the design of development 
projects using a food aid resource. Chapter 2 discusses an approach to establishing a 
strategy and institutional framework for project development that provides the basis 
for the design process oulllned in chapter 3. Chapter 4 describes the types of 
technical assistance needed during the various stages of project development. 

The project design process is djSCUSSCd from the point of vim of an organimtion 
that is preparing to undertake new development activities and that previously has 
not used food aid in the country. Although the process is demibed from the 
perspective of the initiators of projects, it can assist personnel, such as USAID 
Mission officers, who are reviewing project proposals or preparing a country 
strategy. The steps in the process can be used as a checklist to assure that all 
necessary analysis was carried out and agreements secured among the proposed 
project implementen and partidpants. 

The process can be used also for redesigning ejdsting projects. b this case, much of 
the information needed may be milable already. It is suggested that the steps be 
followed in either case, as new perspectives and approaches can arise from the 
review. 

2.2 ESTABLISHING THE STRATEOY AND INSTITUTIONAL FRAMEWORK 

Before project design can begin, considerable information gathering and analysis is 
required. There should be agreement on the development problem the project will 
address and a preliminary consensus on the project strategy. The potential 
participants, communities, md instltudons should be identified and relationship 
established among them to support the design process. Finally, m action plan for 
project design will provide helpful guidana on the steps to be taken in preparing the 
final design. 

Etpcrlence clearly shows, however, that setting up structures and pmceUures for 
project design is not a neat and stqucntial process; many unanticipated events occur 
and the variables constantly shift. In this respect, establishing the strategy and 
institutional framework for the design of a food-aided project i s  no different from 
preparing to undertake the deign of other dmlopment acWties. 

For this reason, the step outlined in cham 1 rad 2 and dimued in the remOinin8 
sections of this chapter aulc not the 'right" or 'required' approach to project 
development. Rather, they are a means of identii)ing the types of interventions that 



will likely be rquired at some point, rind the range of issues that may need to be 
addressed. 

PRELIMINARY APPRAISAL 

/ Analysis of: 
F O ~  security 1 ~ w l o ~ m e n t  
situation priorities 

I Integration with development programs/food stmtegics I 
I 

+ 
1 

Problem analysis 
I I 

I Identify likely participants, institutions, and communities 
(Stakeholders Analysis) 1 

Chart 1. Establishing the strategy and institutional framework 

Section 2.3 reviews the steps in the preliminary appraisal process dingrammed in 
chart 1. Section 2.4 covers preparation of the action plan for project development, 
which is outlined in chart 2. 

2.3 PRELIMINARY APPRAISAL 

The foundation of good project dcasign is a data base adequate for informed decision 
making. The data will also provide a baseline for evaluation of project 
implementation. The initial step is to consider the overall development/food 
;security situation in the countfy. The process should result in a determination of 
whether Project Food Aid is an appropriate resource to use in the awntry, md  in 
the identification of development priorids that the sponsoring organization can 
coriider for project activities. 

The Food Security Situation Analysis and the Development Priorities Study can 
occur simultaneously or sequentially. However, they are two separate process, and 
personnel with differing skills will be required to prepare material for each review. 
The food security situation is discussed first. If Project Food Aid k found to be an 
inappropriate resource to use in a oounuy, project designers should turn to guidance 
for programming other types of resourws. 



The second step is to determine how the d(we1opment priorities and food security 
situation inlformation relate to current development programs and food strategies. 
The subsequent step of problem analysis should result in a refinement of 
information available on the development prioriti~w to be addressed and rerve as a 
basis for ~ttting project objectives. These information gathering efforis will 
contribute to the identification of institutions, communities, and participants to 
include in the projea and the design effort. 

2.3.1 The Food Socurlty Slturtlon 

When an organization is considering programming Title 11 resources, the place to 
start is with nn analysis of the food situation. Baseline data are needed to determine 
whether U.S. food commodities are a needed and desirable resource in the country, 
given local conditions. 

What are the overall food requirements? Is the country self-sufficient in particular 
food commodities? Are agricultural products exported? What types of food 
available through U,S. PL 480 would be consumed in the country? This information 
should be supplemented by data on specific food needs in areas of the country or 
population groups as is detailed in the Needs Analysis. 

I Needs Analysis 

Are there food deficit regions in thc country? Are there 
commodity-specific deficits? 

I If the country is relatively self-sufficient in food, are there 
segments of the population that are chronically malnourished? 

Are there regions of the country where significant numbers of 
households lack the resources to achieve an acceptable standard 
of living, especially in terms of lamily food availability? 

The answers to these questions on national and local food situations wiU provide a 
starting point for analysis. Tbe data will be useful in determining md justii)fng 
program direction. (For lurthcr information, refer to Munuuf Fm Foad N d  
Assessment, Bureau for Food for Peaa md Voluntary Assistance WAyVSAID, 
June 1985.) 

An organhation with ~ V ~ O U S  experience in 8 oountry will already ham a gad idea 
of the development priorities of the country and in its own program. Thfs 
information will be presented in documents such as the Multi-Year Operational 



Plans, but will need to be updated and reviewed. Organizations new to an area will 
wish to prepare their own analyses. There are a number of sources of information 
that they c :: use as a starting point. Tbese include: 

Information prepared by the host country gwernment on its mncro-level plans 
and strategies. The data can be found in country development plans and reports 
prepared for donor iaun4 table discussions. 

Studies prepared by PVOs and NGOs. 

The current Country Development Strategy Statement (CDSS) and Action Plan 
of the USAID Mission, as well as reports prepared by other bilateral donors such 
as the United Kingdom, France, and Canada. 

r World Bank reports and studies prepared by other multilateral organbtions 
such as the United Nations Development Programme and the World Food 
Program. 

r Sectoral studies prepared by the host country government, United Nations, or 
bilateral organizations, which provide analyses by sector, e.g., agricultural 
development strategies, tropical forestry action plans, health sector assessments. 

The development problems and priorities specified in thest! documents should be 
supplemented by first-hand discussions with personnel of the organizations and with 
groups and individuals in the countryside. The process should result in specification 
of one or more priority areas that the organization can consider for project 
development. 

2.3.3 Sntegration Wlth Development ProgrrmrIFood Stratogler 

The planners should now identify the nature and scope of existing projects that are 
addressing the identified development priorities. Further questions to consider are 
how any new project can be integrated into current programs and what special 
contributions the project will make. 

If Project Food Aid is to be used for maximum development impact, it must be 
integrated into overall development and food strategies. Project Food Aid should 
not be viewed or used as a stand-alone activity; it should be tccognized as a ruouru, 
another tool for the development planner. 

This food aid tool--if conceptualized as another input und carefully 
programmcd-can free capital in adsting projects, capital that would otherwise have 
been used to pay for resources such as labor. Food aid as an incentive can induce 
farmers and communities to partidpate in development programs and can lower 
overall capital requirements for future projects. Development projects can be 
conceived to invest or capitalize these freed resources into self-sustaining or 
institutionalized activities. 



In defining food aid projects that are consistent with developmental strategies, 
planners should first consider basic developmental questions, and then see how food 
might be used as a resource in that overall strategy. A number of questions to 
consider are: 

What ore the developmental needs and a n e n t  activities of regional, local, and 
community groups? 

Which priority areas currently lack financial, labor, or other resources essential 
to significant local efforts? 

Can priority development activities be implemented in regions or sectors that 
both lack food and demonstrate an interest in and a need for development 
projects? 

What institutional structures exist for project development? 

What new developmental effcrts might be launched if Project Food Aid provided 
that extra margin of input now lacking? 

If the development planners have considered the big picture and have decided that 
indeed Project Food Aid his merit and promise for a specific project activity, the 
next major step is to prepare a detailed analysis of the specific development problem 
to be addressed. 

2.3.4 Problem Anrlyala 

The problem analysis should result in a clear idea of the work to be accomplished 
and the magnitude of effort invohred. Ideally, in the process, the data on the 
development priority will be fine tuned and the points where inputs can have the 
greatest impact identified. Thc data are needed to establish objectives and identify 
project activities. 

Further examples of questions to amider  in problem analysis are contained in the 
introductions to chapters 5,6,7,8', and 9. 

2.3.5 ldentlticrtlon of Potentlrl Inrtltutlono, Communltlor, and 
PartIclprnt+Tho Strkaholden Anrtyals8 

At an early stage in the prqrn t ion  for project design, the planners need to identify 
those en ti ties--host govezr,~nen t ministries and departments, donor agencies, 
PVOs/NGOs, regional bodies, and l a d  c o m m u n i t i ~ h a t  may have something to 
gain or lose from the activity. 

These entities can be defined as StOkrh~Idm: they have an interest in the process and 
outcomes of food aid supported projecis and will be able to  significantly affect them, 
positively or negatively. 



When devising the institutional structure for project design, it Is important to select 
committed and helpful repracnnatives. The emphasis should be on creating a 
partnership to foster sustainable activities. Realistic p!anning requires a full 
awareness of the individual context of the communities involved in the projen 

Erosion problems and falling agricultural productivity indicate 
that the introduction of conservation measures is a development 
priority. Specific information is needed on which erosion 
problems to address and their impact on the agricultural system. 
Questions to consider might include: 

0 What is the size and terrain of the area? 

Are both soil and water conservation measures required? 

What are current yields and expected trends in yields in the 
absence of conservation measures? 

0 What are the principal causes of the problems? 

What measures will be most effective in increasing yields and 
household incomes in the medium- to long-term? 

What impact will conservation structures have on 
production in the short run? 

The best way to apply the principle of 'enlightened self-interest for commitment' is 
to create a structure in which the key stakeholders arc represented including 
representatives of local communities. Building the structure should begin with the 
stakeholders analysis. Thereafter, arrangements nead to be made to  fully hive the 
stakeholders in the decision-making proass. 



In the beginning stages of project design it is very important to  develop managerial 
and programmatic norms and agreements. The essential questions are: 

STAI(EH0LDERS ANALYSIS 

Rojecr F d  Aid 

What governmental and nongovernmental agencies and other 
groups, including local communities, have a potential interest 
and responsibility In the project? 

In what way could each entity help or hinder planning for the 
project activity? 

What is the specific interest of each? 

What is at stake for each interest? 

What would it take to satisv that interest? 

What are the goals of the proposed project activity? 

How will they be achieved without wasting resources? 

How do we make decisions? 

Who does what? 

What should we do first? 

It is equally important to  regularly examine these questions as the project develops. 

The most common way of making agreements is to communicate a great dcal. 
Persuasion, increased information, and holding countless individual convcrsatiom 
and meetings will usually provide the normal mechanism for agreement. 

In addition, third-party facilitation and consultant resources can often help dehe 
;&sues and provide the occasion for agreements in a shorter time frame. A project 
design planning workshop can be one mechanism for coming together and making 
agreements. Getting away for two or  three days and focusing on agreements can 
often save months of meetings with a changing body of partidprma. 



2.4 PREPARATION OF THE ACTION PLAN 

Onw the preliminary analysis is mmpleted and agreements made about the work 
and roles of the planning group, participants can develop an action plan for the 
design of the food-assisted project. This section will outline the tasks involved in 
action plan preparation. 

There are many ways to produce an action plan and many formats available. Actiou 
planning formats usually contain written objectives and a list of major tasks required 
to achieve the objectives. Generally, the plan also identiem target dates and parties 
responsible for canying out major actions or task areas. The staff who will eventually 
implement the anion plan should be involved in its development. 

In order to set up a project design mechanism, a number of steps need to be carried 
out. The task is twofold: to set up an institutional infrastructure, and to collect the 
hiormation needed for subsequent detailed design. Critical to this design process 
are the answers to the following questions: 

What objectives should be established for the projects? 

How will project activities be selected? 

Who at the local level needs and wants the development activities and will 
cooperate in implementing them? 

Which specific agencies will cooperate in implementing the projects and what 
institutional arrangements will be made? 

These questions need not be answered sequentially, as they are interdependent. 
More likely, they will be answered simultaneously and interactively. Chart 2 
provides an outline of the steps involved in action plan preparation. 

PREPARATION OF THE ACTION PIAN 

Steps in pt.oject h i m  DNclopment 
t 1 

Establish specific development objectives I 
1 

I 1 I Select potential project activities I 
1 I 

# 
Select implementing agencies 

1 
Establish institutional arrangementslagroements 

Chart 2. Establishing the strategy and institutional framework. 



2,4.1 E~trbllrhlng Project Objecthm 

Once a food needs analysis is conducted and agreement reachedl on project goals, 
specific development activities can be identified. These would be activities with 
potential to respond positively to food inputs and g in  the commitment of 
implementing groups, 

In determining appropriate project objectives, a needs essessment should be carried 
out in the communities targeted for potential activities. Objectives need to be 
established in line with local realities and community representatives fully involved 

' in the decision making process. Establishing clear project objectives at the start wi l l  
help resolve subsequent design issues. The project objectives should be consistent 

I 
with the amount of resources expected to be available. 

Establishing Objertlves 

I An Example I 
The area targeted for intervention is a fooddeficit area with 
considerable underemployment and high child-malnutrition 
rates. The project goal is to increase incomes and food 
consumption. 

The area has good agricultural potential provided certain 
essential dams and irrigation works are created. Small-scale 
processing and manufacturing businesses operated by women 
could aka be expanded. 

A possible set of objectives for the project could be these: first 
to construct the dams and irrigation work, and second, to 
provide employment. If the objectives were reversed, more 
labor intensive methods would be indicated. 

Subsequent choice of project activities and locations will depend 
on decisions concerning the relative priority of the objcctks 
and on the causes of the problems. 

A different set of activities would follow if the objective of the 
project was to improve the nutritional status of young children. 
This objective might be achieved by feeding children on site 
through a child SUM project, or by increasing the knowledge 
and incomes of the children's mothers. 

The example in Establishing Objective highlights the special issues raised in 
establishing objectives for Title I1 Project Food Aid A relief objective is almost 
always involved, since a basic purpose of Title I1 PL 480 is to provide food security to 



needy people for a short-term period. However, Project Food Aid can be applied as 
both relief and development resources. Moreover, when applied appropriately, food 
aid can increase the impact dother development resources. 

The choice of which objectives to establish, and in what priority, will depend on what 
neerls are judged to be most critical. It will also depend on an assessment of what Is 
possible given resource amilability (personnel and materials) and local interest. 

It may be possible and desirable to address several dmerent objectives 
simultaneously. However, designing projects to meet multiple objectives can result 
in complicated approval and implementation procmcs. A more manageable 
approach would be to develop two or more prcjects within a comprehensive 
program. 

Solutions to these and other issues can be found as long as the planners are well 
informed on local conditions and clear about the objectives to be achieved and the 
priority of each. 

Food For Relief 

Project Food Aid does serve an important objective when it 
provides food security to needy families. It enables them to 
maintain their situation, albeit at subsistena or near sub- 
subsistence, until circumstances improve. 

This objective is significant when one considers the vulnerability 
of marginal farmers and very poor urbal households. 

Food For Development 

Project Food Aid can serve more than relief objectives when it 
reduces the vulnerability of marginal farmers and others living 
at or below subsistence level over the long tenn. 

Most existing food-assisted projects do strive to achim 
development objectives, which range from providing drinldng 
water wells, to improved or new road construction, to expanded 
nutrition centers. Yet there is stil l  enormous potential to 
provide the kinds of benefits that will reduce the vulnerability 
of the poorest of the poor. Such benefits might I s  seasonal 
employment, skill development, or creating income-generating 
8SsetS. 



The activities selected for inclusion in a project will depend on the objectives 
specified and the contribution which the project is to make in realizing them. 
Examples of project activities that contribule to the achievement of a variety of 
development objectives are contained in chapllers 5,6,7,8, and 9. 

When specific activities are identified, the project designers should check whether it 
is appropriate to use food as a resource in implementing the activities. Even in food- 
deficit areas, food will not always be an acceptable resource for every project 
purpose. 

Food can be used as a project resource in rr variety of ways. For example, it can be 
used to compensate for labor, to reward for learning or changing, and to maintain or 
improve the nutritional status of a target population. It can a h  be used as an 
investment and exchange medium, as the example helps to illustrate. 

Investment Fund Development 

The implementing agency is a rural artisan cooperative. league in 
a food-deficient region. Tbe project objective is to increase the 
long-term income generating potential in the area, and the 
Project Food Aid activity is making sweaters. 

The workers are the owners of the cooperative. They are paid 
for each sweater completed, half in cash and half in food. The 
cash saved through the food payment is placed in a capital 
investment fund for building the institution, and for longer term 
investment 

In order to arrive at the decision to develop the above project activity, the project 
designers would have determined (a) that there was a strong need and commitment 
locally to develop a small anisan industry, and @) that the project was likely to 
succeed (that is, a needs assessment had beto c o n d u d ) .  

Moreover, a food nmls analysis would have indicated a food deficit in the area, and 
would also have determined that the sweater makers were willing to cake part of 
their pay in the form of f d  as a way to build their cooperative structure. This 
approach creates the potential to use food in achieving the project objectives. 

In this example, project success would reflect the expanded industrial capacity (for 
example, knitting machines) made possible by investing part of the capital that the 
Project Food Aid resource had freed up. 



During the process of looking at the needs and possibilities for local projects, 
various institutions should be surveyed and a determination made as to who is 
interested and who should be involved. 

Selecting Implementing Agcndcs 

The implementing agencies for a food assisted projux could 
represent any number of possibilities: a PVO, a cooperative 
league, a community women's organization, o r  a regional o r  
national gwemnental structure. 

Key questions to ask in making the selection: 

What management support and technical assistance can the 
agencies provide to the project? 

What support will they need? 

Could other groups become involved as technical assistance 
providers to the implementing agency? Peace Corps 
Volunteers, for example? 

These institutions might be local gwernment project structures, mhrltry structures, 
or  private and semi-autonomous structures. They may already be participating in 
the preparation of the action plan. 

With food-assisted projects, institutional arrangements between a P'VO and a local 
structure for projekt implemeiatation are very common. For example, local 
development committees often provide input into planfling and site wlltction. 

Moreover, during project implementation, bcal  development committees could also 
handle local resource and labor management on site, while maintaining coordination 
and awauntability with the PVO. 

Arrangements such as these can strengthen local planning structum and 
management capability. 

When selecting the implementing agency, it is important to consider the strength of 
local institudons and PVOs. 



This strength can best be measured by cansidering the following: 

Can the local institution manage and oonlrol the project implementation, 
provide the n@cessary technical support, and take care of the record keeping and 
warehousing of commodities at the project dte? 

Which implementation tasb should be managed or provided by a PVO or other 
institution? 

What outside assistance will the local institution ndcd during hnplemeatation to 
enable it to take on greater project responsibility? 

Field research has shown that the most mmmon problems faced by locally 
implemented food-assisted projects are the lack of te<:hnlcal, material, and 
management resources. Given these three problcm areas, rand the fact tbat most 
other development programs would likely cite the same thnte, extra care must be 
taken in staffing food-assisted projects. Scarce technical and management talent 
channeled from other programs and projects to supervise tlevelopment activities 
should not be u s 4  for food aid distribution logistics. 

For example, when fo r e s t ew  scarce commodity in most developing 
countries--9re used on a food-wage forestry project to transpcrt and distribute food 
rations ta laborers, their effectiveness in technical task areas h; diminished. In such 
situations, the Project Food Aid resource no longer complements but instead 
depletes other developmental resources. Food wmmodity dlisvibution would be 
better handled by a separate, mtcffective management strulcture and the skilled 
forester used for project design improvements, training, and su~lervision. 

Seeking ,a more cost-effective means of organizing a food management and 
distribution structure may result in any number of sofutlons. One possible approach 
is to establish a unified management structure to bandle food ra~tions for a11 projects 
in the wuntry. With this method and others, however, it is essentinl that a 
professional corps of skilled managers be identified and trained to handle food 
management. 

Agreement on the institutional structure and coordinating arcchanbm for the 
project will most likely not be formalized until the anal stager of project design. 
However, if understandings are reached early on wnarning whalt the various parties 
will do in the project, and they ue fully iavohed in working out the issues of tht 



prejecl design, impdementation of the project is genlerally smoother. 

The project planners shoul'd consider the following questions and come to  
undersundings concerning the various issued involved. 

I4ow do the entities with en interest in and rasponsibility for the activities in the 
project-the stakcholderti-t~ormally relate t o  aich other? Do the requirements 
for the design and implementation of the projecn indicate that any changes are 
n~eeded in the relationship? 

What mechanisms, such as committees, are required for coordination purposes? 
How often should they meet? 

What entities are normally involved in managing and distributing food aid in the 
country? How will they be integrated into the project planning and management 
structure? 



3. PUlTlNQ THE PROJECT PACKAGE TOGETHER 

3.1 INTRODUCTION 

This chapter covers the final steps in the project development process: the 
implementation of the actioia plan up to the point of project startup. Principal 
activities are the resolution of the basic project Bcsign issues and the preparation of 
plans for project implementation. 

In most cases a functioning design group is already in operation, coniprising 
representatives of interested departments of the host government, prlvate 
organizations (including represc:ntatives of local groups), and donors. There should 
also be substantial agreement ON overall goals and objectives (although these may be 
refined and revised in the fin1 design process), and considerable information 
available concerning the areas proposed for project activities. The design group will 
use this information to shape the final form of the project. 

This chapter breaks the project development process into a series of steps, discusses 
the questions to be considered at each stage, and illustrates possible solutions. 

3.2 OVERVIEW OF THE PROJECT DEVELQPMENT PROCESS 

Tlle project development process should result in answers to the following 
questions: 

What specific activities will be induded in the project? Where will project 
activities be located? 

Who will be the project beneficiaries? 

Who will receive the food aid commodiities? 

What resources will the project need in terms of rations (commodity mix and 
size), other items, and funding? H w  wiL1 these be secured and distributed? 

H w  will the project be managed? What system of management oonuols will be 
established? 

How will the data essential to project management and evaluation be collected, 
analyzed, and used? 



r How long will it take to complete the various phases (planning, implementation, 
evaluation, etc.) of the project? What is the total time needed to achieve project 
objectives? 

0 What project description should be prepared for lhe use of funding agencies and 
project, imglementers? 

Chart 3 outlincs the steps involved in the final project design. As was the case with 
the action plan development, the steps diagrammed in chart 3 often do not occur 
sequenoially. However, the first four steps address substantial issues of projcct 
design. Completion of the latter b u r  steps, three of which deal with :management 
description, will depend on the decisions reached with respect to the initial set of 
issues. 

Progmmmlng Activity With Regional, ImcPI, and Communlty Authority Involvement 

Steps for h n i n ~  The Roiect Package Twethn 

Select project activities and sites 

Identify project beneficiaries and food aid participants I 
> 

Estimate resource requirements (commodity mix, ration size, 
other inputs, and funding requirements) 

Determine project management arrangements and controls 1 
Develop data management procedures 1 

- - 

Establish project timclirres I 
Prepare project description 

Chart 3. PL 480 n t l e  I1 Project Development 



The balance of ttth; chapter outlines the factors involved in addressing these 
questions and provldes exampla of solutions that are drawn primarily from existing 
experience. Part 3 ,ol'1Jser's Ouide-chapters 5,6,7 8, and 9 - - e d d r ~  these same 
questions, and provides supplementary infonnatfon on specific issues that arise in 
achieving different t y p  of development activities. 

3.3 KEY PROJECT DESIQN ISSUES 

The key desigk isl~u~w of activity and site selection, beneficiary and participant1 
identification, and project resource requirements are discussed belm 

If the collaborating groups have already established and &,greed upon project 
selectiorr criteria and guidelines, they can bc used to choose project locations and 
activitiei. Such guidelines can provide a starting point for the project designers, who 
will reduce the genlml to the specific. 

The activity- and site-selection process will need to bal~lnce questions of 
development prior:ities and food needs with the interests of thc local population. 
Accordingly, once specific areas have been targeted for activities, arrangements 
should be made to involve the local population in the planning gmcas if they are 
not already included rmong the project designers. 

Key Questions 

Which activity or mix of activities are required to achieve 
project ob,imives? 

Which activities receive the highest priority from the 
collaborating groups? 

At which loartions is it most important to cany out activities? 

Which activities have clbe greatest chance of success at those 
locations? 

rIhe tenn "participamtm is used in this document rather than the tenn 'recipientm 
usually used by A1.R to refer to individuals receiving food nations. %rtidpantm is 
oonsidertd more appropriate as the intent of the User's Guide is to design food-aid 
projects that actively fnvohre local populations a d  work to cmte capacity to sustain 
the interventions. %,cxipienta implies a prufve proau where iadividuals rcdvc 
gifts of food. 



When selecting activities the designers must kcep the desired project objectives 
firmly in mind, yet be willing to exercise flexibility in their methods of reaching the 
objectives. 

For example, in a particular area the objectives of reducing child malnutrition may 
best be addressed by increasing mothers' incomes through a f d - w a g e  activity that 
also increases the future earning potential of the area. Regular child weighing could 
be arranged at the work site and arrangements made for follow-up of the severely 
malnourished-activities found in more traditional maternauchild health projects. 

Project designers should view these methods for arldraing food shortages and 
associated problems-traditionally carried out in the past under the Title I1 
categories of Food-For-Work, MaternaUChild Health, and School Feeding--as a set 
of tools to be used selectively in addressing local conditions. Project designers 
should also develop new ways of using food aid as a resource to achieve project 
objectives. 

3.3.2 ldenttflcrtlon of Beneflclrrler and Food Ald Partlclpante 

Key Questions 

Who will benefit directly and indirectly from the pro)ect--both 
during and following its completion? 

What is the relationship between food aid participants and the 
beneficiary group? 

How will food aid participants be selected? 

Project Food Aid activities differ from other development activities and other forms 
of food aid in that they generally involve distribution of food commodities at the 
project site. As a result, food aid participants are considered project "beneffciaries" 
during the implementation phase, but may receive only limited benefits from project 
outcomes, or none at all. Four possible situations follow: 

The project muy b- some p u p  o k  than the fd aidjm&@mts. 

This situation would arise when landless laborers receive a food aid wage for 
constructing a water impoundment to irrigate farmers' fields. 

0 The project muy have a gtnuatized ben@t. 

Road construction that benefits all members of a community, including foad wage 
laborers, illustrates this type of project. However, research has shown that lower 
income groups-the groups that participants are primarily drawn f r o m 4  benefit 
less from the completed structure than the better-off sections of the commudly. 



0 The food aid participants a n  inclkdrd among the dltcct benrfncioriGs of a ppojcct. 

This situation a r k  when food aid panidpants are a group within the overall 
beneficiary group: for example, when mothers participating in an income-generating 
project receive food supplements because they have malnourished children in their 
households. 

Thr food aid participants are also the dinct b c m j k b i a  of thcpjcct  ac t iw .  

This situation would occur when farmers who have agraed to establish a more 
profitable crop receive food supplements to tide them over a period of lost 
production. Other examples would be workers receiving food while building low- 
cost housing they will later occupy, and trainees receiving food at a training center. 

Determining the size and characteristics of the beneficiary group, and the 
relationship of food aid participants to it, is essential to project implemtntation and 
ultimate achievements. How many people will benefit, and in what ways, are 
indicators of whether it is worthwhile to undertake an activity. When numbers are 
too small in relation to project costs, when the knefidaries are other than the 
groups the project wishes to assist, or when the effects are undesirable, changes of 
activity are indicated. 

In addition, data on the relationship of participants to beneficiaries help determine 
the selection criteria for food aid participants. 

Determlnlng Sekctlon Cflerir for Food Aid Patticipmtt 

In cases in which food aid participants are included among the beneficiary group, the 
selection criteria are generally based on need. For example, in a child survival 
project providing health services to women, food supplements might be provided 
only to pregnant and lactating women fmm poor households. 

In other cases, the selection criteria may be determined by the intent of %he project. 
For example, if one of the objectives of a food-wage activity is to provide jobs for 
landless laborers, the selection criteria would specify that only such individuals 
would be employed on the activity. 

Where the food is an incentive for broad participation in an activity, no selection 
criteria may be required. In these cases, however, it should be established that the 
area concerned is particularly needy and that food supplements are generally 
required by most households. 

In the past a food aid distribution activity was often referred to as a "project," even 
when the only resource budgeted was the food commoditier. This situation generally 
prevailed in the case of food-for-work and contributed to the limited acldevements 
commonly resulting from such activities. 



What are per-capita and total food aid requirements for 
achieving project objectives? 

What ration package is required in terms of commodity mix and 
quantity? 

What other inputs are needed by the project? 

For example: technicat. assistance, training, materials, 
funding to support overhead, transportation of food and 
other items, a cash element of worken' wages, and so on. 

Where can these inputs be procured, and what will they cost? 

Identification of all the inputs required to carry out a project & a necessary condition 
for project success. 

Specification of the ration package is a most important step in designing an actMty 
using Project Food Aid resources. 

The recently revised Comrnoddy Rc/'ence Guidc (Bureau for Food for Peace and 
Voluntary Assistance P A ] ,  1987) sets out a recommended process to follow and 
also illustrates the method used to establish ration size and mix for traditional types 
of Project Food Aid activities. This process is summarized in the following 
paragraphs. As will be seen, much of the information required will be available 
already as a result of the preceding project development prows. 

Program Consldemtions 

The types of analysis required to establish the ration package (see Steps 2-5 below) 
will depend on the purpose of food use established in this step. 

?kro principal purposes have been established for Project Food Aid: income transfer 
and nutritional wlue. Income transfer is the value of the ration in cash terms to the 
household receiving thc food aid. Nutritional value is the energy, protein, vitamin, 
and mineral content of the commodities in the ntion. 

Food aid may be used for either of these purposeb, or for a combination of the two. 
For example, if a child survival program's primary purpose is to increase utilization 
sf health services, then albe income transfer value of the ntion is  of primary 
importance as an incentive to bring fomiks to the clinics. However, if the p u p s c  
is to provide a nutritional supplement, then the nutritional valuz of the ration fs 



given priority. When nutritional supplementation b intended, the project design 
should include steps to assure that the ration Is actually consumed, by the target 
beneficiary, in addition to what is customarily eaten. A project can have both 
nutritional and incentive objectives and seek to meet both nutritional value and 
income transfer goals. 

The questions set out below will clad@ which of these purposes is most important in 
the project. In making this determination, designers will essentially review the 
decisions taken regarding project objectives, beneficiaries, and so on. 

These questions should be asked: 

What are the primary and secondary objectives of thc project? 

What is the target population? 

What is the role of food in achieving program objectfvts? 

What is the distribution mode? 

Should the ration calculation be based on nutritional criteria, income transfer 
criteria, or  both? 

Suitability 

This step establishes which commodities available under Project Food Aid are 
suitable for use in the activity. 

Four aspects should be considered when establishing a Ust and preliminary 
distribution schedule of commodities for the project. 

Physiological Appropriateness 

Physiological appropriateness is most important in projects where the purpose of 
food w. is to achieve nutritional impan Project designers will need to establish the 
amounts and types of nutritional deficits and determine which c o ~ ~ t o d i t i e s  can 'best 
address the requirements. Also, questions of digestibility or tolerance must be 
addressed in all circumstances. 

Cultural acceptability is essential regardless of whether nutritional impact o r  
income-transfer ob;ectives are paramount. If a commodity L culturally 
unacceptable, it will likely be wasted and its nutritional impact reduced. Tbe 
commodity may m n  remain unused. 



In addition, because the amount of income transfer is determined by the prices a 
participant would pay for locally available commodities, a commodity that is 
culturally unacceptable will Uely have low income-transfer value to the partidpants. 

Local Reparation and Facilities 

Local preparation and storage tadU1ies must be adquate to handle the 
commodities. Commodities similar or identical to those currently used will require 
the least training for proper we. 

CharacmniFrics ofLaal Food Production 

To minimize negative impacts on local agricultural production, it b vital to analyz,e 
the characteristics of the local food production system in relation to the project 
activity and food use. 

These questions must be considered: 

What is the agricultural calendar for the area? What are the staples produced? Is 
there a "hungry season"? What commodities are scarce? 

Will project labor requirements, activities, or W g  of distributions have an 
impact on the agricultural production system? 

What schedule is most appropriate for project activities? 

Does this schedule conflict with the agricultural production schedule? If so, can 
the work schedule andlor the distribution schedule be varied to accommodate the 
needs of the agricultural production system? 

Ration Specifications 

This step establishes the specifications the ration must meet in terms of nutritional 
value or income transfer. If the main aiterion is nutritional value, the target 
number of calories and protein for each ration will need to & determined. 

Levels of income transfer value are harder to establish, because they involve the 
participant/beneficiary relationship discwed earlier (section 33.2), as well as 
questions of local market conditions and compensation levels. 

If income transfer is paramount, the project designers should first consider whether 
a food payment is required. A good starting place L to consider why the activity Is 
not already ongoing. Many raponses to this question may indicate no need for 
payment, but rather a need for another resource: for example, r compln task may 
require technical and managerial assistance nther than compensation. 

There are four circumstances, however, in which payments are generally needed: 



8 The intended partidpants will not be beneficiaries of the activity. 

r The intended partidpanos lack the physical energy to cany out the activity. 

8 The participants have time constraints and would have to give up some other 
activity in order to undertake the new one. 

8 The activity, although desirable and important to future development, requires 
land inputs or substantial levels of labor inputs, or has r long time frame before 
benefits will be received. 

The design group should establish whether any or all of these constraints apply to 
the project activities, and if they significantly impede achievement of project 
objectives. These data are essential to the subsequent analysis. 

If it has been established that a payment is rquired, a funher question must be 
asked: 

0 Is an incentive payment or a full wage payment appropriate for the project? 

The answer will depend on how great a demand in time and other resources the 
project activity makes on the participants. In addition, the type of remuneration 
required depends on the beneficiafylpartidpant relationship (as discussed in section 
3.3.2). 

Incentive Payments 

In general, two types of activities are most appropriate for incentive payments: 
community activities and activities that directly benefit the partidpants. In other 
situations, a full wage payment Is generally more appropriate. 

If an incentive payment is appropriate, the next question to ask is this: 

0 How much incentive is needed? 

At s minimum, the transfer covers any energy expenditures of the partidpants 
(including time spent walking to the project activity site). 

In cases in which panidpants will have to forgo other income earning activities or 
make other investments, designers must consider the income costs of project 
participation. 

Onoe data have bcea collected and preliminary proposals prepared, it is best to 
discuss the proposals with community leaders to ensure that neither too much nor 
too little is offered. 



Wage Peyment 

If a wage is to be paid, what amount k appropriate and what portion, if any, should 
be in cash? 

The wage should be set at a level that matches the normal local rate. Because the 
cost of living varies among regions, the amount paid in rulal areas may be lower than 
the minimum wage, if the wage was set primarily for urban, areas. 

, The question of a cash element in the wage can bc answered on the basis of the 
beneficiary/participant relationship. 

If the participants are not project beneficiaries or if their work will result in 
generalized benefits, a cash element in the wage is generally indicated. International 
Labor Office (ILO) guidelines suggest a 50 to 60 percerrt cash element, although 
under certain conditions a wage comprised of 100 percent food rations is acceptable 
(see chapter 5, section 5.3.4). 

If participants are included among the project benefidarics, some cash element may 
still be indicated. This is especially true if the wage will represent the participant's 
entire income. 

Alternative Rations 

In this step, the information developed in Steps 2 and 3 is used to develop proposals 
far ration packages that can meet the suitability conditions ,and provide the levels of 
nutrition value or income transfe~ required in the spedficati,ons. 

The Commodity Reference Guide provides a methodology b r  this activity. Several 
alternative proposals should be prepared to permit adjustments In distribution 
during project implementation, b d  on actual c~rpedence with commodity 
acceptability andlor the availability of particular commodities. If possible, the 
designers should conduct field trials to determine the validity of the proposals. 

Ranking and Selection 

The final step in commodity specification ranks the various lation pacbga by cost 
to determine which should be selected for the project p r o p l .  Various trade-offs 
should be considered: for example, diflerences In the funpact of rations on 
households, which rations are most appreciated, and so on. In general, however, all 
other things being qua1 (or nearly so), the ration selected sbould be the one that 
meets the specification at the lowest cost. 

When these five steps arc completed, figures for total oommality requirements can 
be developed. Numbers of intended participants should be established and the 
distribution timetable determined (how often and for bow long). Annual 
requirements can be prepared using these figures. 



Finally, a dedsion should be made concerning the amounts (if any) of com~modities 
for monetization to be included in the budget, so that totel project rquirements may 
be established. 

The sales of Project Food N d  commodities to generate funds for other qmsa is 
permitted under certain conditions, and project designers should refcr to the 
Monetization Field Manual, PL 480 Tirle II and Sccdorr 416(b) Avgrams, 
AI.D./Bureau for Food for Peace and Voluntary Assistance, August 1988 to 
establish the conditions that apply to their country and p r o j a  If commodities are 
to be monetized, they may be selected from the availability list. 

It is most desirable to monetize commodities that are already i np r t ed  furto the 
country and are in increasing demand. Tbe ease and effidency 4 t h  which the sales 
can be made, as well as the level of funds that can be generated in relation to the 
commodity costs, are other factors to be considered. Tbe reasons for the 
monetization and the level proposed will have to be justif3e.d &nd should be based on 
the funding needs and availabilities dimssed below. 

Ident1l)ring and Budgeting for Other Input8 

The design team should review the project plans to identify all resources rquired to 
achieve project objectives. Technical assistance, materials, and training for project 
participants are resource needs in most activities. Other items that will be needed 
are personnel (or funding to hire them) to manage the activity. Funds will also be 
required for transportation of food and other items, and, most likely, for 
construction of projm facilities. The design group should attempt to prepare a full 
list of requirements and identify which of the items are critical to project suco#s and 
which are desirable if a source can be found for them. 

Once the input requirements have been listed, it will be possible to prepare a 
procurement plan. A variety of sources for these inputs may be available. Host 
government departments, or organizations such as the Peace Corps, may be able to 
provide technical inputs. These and other resources may also be available from 
donor development projects, such as those of USAID or of international 
organizations. Local currencies generated from "fltle I or Title 111 progra~ms are 
another possible source of funding. 

Local wmmunitics can often provide facilities or materials in kind as their 
con~trihution to projects. Building materials such as sand, rocks, and gravel can often 
be collected locally, and when the volumes are high, such collection activities ]nay be 
considered for inclusion in project work with partial or tull food-wage 
con~pensation. 

When the in-kind availabilities are known, the design p u p  can then determine how 
much the remaining input requirements wili cost. The PVO requesting food aid for 
the project may have funds availaljls, or other donors and the host government may 
be asked to provide funding on a OD-financing basis. 



Funds for some items, including transportation of food commodities, can be aught 
from the monetbtion of commodities. Monelization requests have a bcttcr chance 
of approval when the design group can lustif) the finding requirement, show the 
contributions that the various parties to the project are making, and demsustrate 
that there are no funds available from other sources to meet thew costs. 

3.4 PLANNINQ FOR IMPLEMENTATION 

The exercise required to resolve the basic project design issues discussed above will 
also result in preliminary decisions on the aaions required to implement the project. 

Personnel requirements were identlljed to prepare the project budget, for example, 
and timelines were estimated to determine the schedule of food commodity delivery. 
The remaining task is to refine the preliminary work and adjust the plans for project 
activities and budgets, where indicated. 

The implementation plan should also incorporate the management arrangements 
necessary to permit a dynamic planning exercise. Changes will occur in the 
conditions in the project areas during implementation, and planned activities may 
not have the outcomes intended. As a result, the project should operate on a cycle 
of planning, implementation, data collection, evaluation, and replanning. The 
following pages discuss these and other issue& involved in project implementation. 

3.4.1 Determlnlng ProJect Management Arrrngement8 and Control8 

Key Questlo~rs 

What organizations and individuals (including local community 
I representatives) will manage the project? 

How will these parties relate to each other? What is the 
chain of command and who has final decision making 
authority? 

How will individual and activity work goals be established? 

What arrangements will be made to ensure that the goals 
are met? 

What indicators of project goal achievement are needed? How 
will they be monitored and used? 

What controls are needed with respect to f8ciIities. materials, 
food rations, and other supplies to be used by the project? 

What individuals or organizations will be rcspon~~lc for 
enforcement? 



The management and control arrangements can be v i d  as the framework that 
provides direction to the project and maka possible its acoompllsh~ments. 

In most cases, project designers will face a number of hard dedsians in atabllslring 
the framework. The issues to be addressed lnclude the followisg: Who will be 
responsible for f.mp1ementation-a private organitrruon, a pmmuent department, 
the local community, or a (hird party, ouch as 8 contractor? How will this 
implementer be supervised? What organivrtion or entity will hove averall aecutive 
authority for the project? 

A national-level committee has overall cxccutfve authority for many projects. The 
committee, often chaired by the gwernment department mponrlble for the activity, 
includes representatives of the various organizations involved in the project. 
Members meet periodically for revfew and oversight of project prggress. Thy also 
make the decisions concerning werall project direction and supervise any 
replanning exercises. 

Day-to-day direction of the project generally 10lh to tbc hmplementer, or 
implementing group. The implementer will report to the national-llevel commitre, 
or possibly to a regional-level managemen1 committee, depending on national 
government structures. The choice of the implementer is critical to project success, 
as is the decision concerning the role of the local community in the implementation 
process. 

In many situations, a cornmunit); group may be the best hplemcnter of activities, 
perhaps with technical support from a government department or a private 
organization. The community could develop valuable skills in this process, which 
would be useful in addressing its future needs. Howcvcr, local co~munities have 
their own power structures and special interests, and the project designers should 
ensure that these will not hinder aclkvement of the project objectiver. 

In certain circumstances, it will be advhble to give implementing authority to a 
technical entity, but also give a specific role to the )oal community to ensure their 
interests arc protected. In other drcumstancq the loo1 community may be the 
responsible party, but specific areas of dedjon m.ting and execution q be 
delegated to a tccbnicol entity. 

These issues arc Ukely to be most critical in projects involving construction and 
employment, although important difference of opinion may a h  rrfse-for 
example, wer which inlants should be included in 8 grmvth-monitoriag md food 
distribution project. 

With respect to construction activities, mmmunitics are sometimes more interested 
in the immediate employment generated by the projea thrn by the qu8lity of the 
completed structure or the speed with which it is constructed. 'Ibe choice of 
workers may be made using criteria other than their capadty to cany out the work. 



In some cases, this is not a problem, especially where the construction and 
maintenance of the struaures are to bcoome part of the ongolng activity sf the 
community-for example, terracing In agricultural llelds. In this case, the technical 
personnel must keep up a continuous training activity, to ensure both the qualily af 
the structures and the commitment of the population to their continuing use. 

In other circumstances, howcver, the project's failure to achieve high qualily work on 
schedule may reduce its usefulness or jeopardize other construction work. Planners 
must face these issues and establbh the management structure prior to project 
startup as it will be extremely difficult to makc changes after the fact, particularly 12 14 
appears necessary to replace a community group with an outside contractor. 

Questions of indicators of project achievement and control measures are allied to 
these issues, because they can provide a mechanism that makes possible community 
implementation within an established framework of technical and accounting 
requirements. 

Control procedures are often vimed as relating to r&unting for mterials, food 
commodities, numbers of employees, and so on. Such rquirements are essential 
elements of control procedures, but the quality of what is beirig accomplished, 
standards of work, and adherence to the project schedule must also be agreed upon 
and monitored. These aspects are also indicators of project goal achievements. 

Such standards as the quality of care given to infants in centers, thc numbers of 
children served, or work norms on construction projects are examples of these 
indicators. Designers mzy need to set quality and quantity achievement standards, 
based on norms derived from established criteria (for example, international 
standards) and make provision for later modifications. It is more important to 
establish the principle that such control measures and indicators will be applied to 
the project than to have final nteasures prepared in advance. 

Procedures to account for the resources used on the project will likely be a blend of 
those normally used in the country, plus any additional elements resulting from 
donor requirements. Accounting for tools and regular inventory checks on the 
numbers and conditions of tools are very important on construction projects, as 
appropriate tools in good condition are essential to work productivity. Similarly, the 
right scale for local conditions, correctly used and maintained, is crhical to child 
growth monitoring. 

The PVO requesting the Project Food Aid commitments will have artain legal 
responsibilities for food accounting. Their procedures for developing such reports 
as Commodity Status Reports and Participant Status Reports will most likely be 
followled, possibly with some modifications as required by local amditions. 

Finally, there will need to be a set of supervisory personnel, and individuals to 
monitor the indicators, to ensure that the standards ate being met. It is fmpomt 
that these people be other than the technical personnel working on the projects. 



The role of technical personnel in control procedures and itrdicsltar monitoring 
should k to provide essential information: for example, confirming that o given 
volume of work was performed to an acceptable rtandard by a particular group of 
laborccrs during a work period. Other iadividuab-that Is, control personnel and 
monitom-should have wendew responsibilities and should prloclically check what 
Ls being done. 

This approach will provide a backup for the technical stadl, mady of whom may have 
only a few years of experience. It will also protea them from undue! pressure from 
various interest group and ensure smooth project hplementation. 

3.4.2 Developing Data Management and Utlllutlon Procorduru 

What data are needed for project management and control 
purposes? 

What data are required to facilitate evaluation of the effects of 
project interventions and to establish project achievements? 

How can these data be collected, evaluated, and presented? 

How can project participants be involved in the process of 
collecting ;and evaluating the data? 

What individuals and organizations should receive the 
various reports? 

What arrangements should be made for analysis of the 
information by the various parties involved in the project, and 
for replanning basd upon the rawla of the analysis? 

Data collection should be done with specific purposes in mind. Project personnc:l 
and participants should not only understand wby they are collecting pmicsllar data 
but should also see the results of their efforts-which helps reinforce two-way 
project information flow and maintain data quality. 

The cost ~f data collection is high, both in terms of personnel and time; it should 
not be collected unless it is wid. At a minimum data shoulci *be collactcQ on critical 
inputs (e.g., amount of food used), outputs (eg., number of children reached), m d  
impact (e.g, percentage malnutrition redud) .  Intermediate m&asures, such 8s 
changes in beneficiary consumptfon, may initially be more useful than trying to 
measure changes in malnutrition, a h a  no nutritional impact is likely to occur unless 
contemplated intermediate outcomes occur. There is a need for baseline &ti and 
quantifiable yearly targets or benchmarks for each indicator. 



Data collection and analysis can serve three major purposes: 

to monitor project progress, embung appropriate and timely problem solving, 
decision maling, and resource alloaltion 

0 to measure project achievements, determining the effectiveness of development 
assets created, as well as the project impact on participants and beneflciay 
incomes and quallty of life 

0 to derive lessons learned, in the form of case studies or activity reports, for use as 
educational tools, and to assist in future planning 

N 

3.4.3 Eatrbllahlng Projoct Tlmollno8 

Key Questions I 
I What are the critical actions involved in the project? I 1 How long will each take from stsn to completion? I 

Which actions must be accomplished before others con be 
started? 

What effect will commodify pipelines for f d ,  materials, and 
equipment have on the project schedule? 

I What is the total time required for the project? I I What will be the end of project status? I 
What project activities will continue after project completion? 

To kc cost effective, as well as to maintain organization commitment and interest, 8 
project should establish a a m i n  degree of momentum in moving from the deign 
stages to implementation. It is better, however (at least initially), to en on the 
conservative side when projecoing time requirements for the more labor-intensive 
project activities. 

Many mria'iles come into play when carsying our labor-intensive activities: terrain, 
climate, and labor force capability, to name but a few. Tbus, project timelines will 
beoome easier to establish once project arpedc~oe bas ban pined, md project 
systems, activity-specific work norms, and location-spaolfic data bases dcwlopcd. 



Commodity pipeline! considerations are important also Ila project schedules. Project 
designers often over.look the long lead times and annual procurement cycles of many 
items when preparing project tlmelines and wume the commodities will bc 
available as soon as the project & authorized. Other considerations with rapcct to 
timing of commodity availability include haulage capacity ln the country and 
seasonal variation in, road conditions. 

Finally, in establishing timelines, designers should also oonsider time needs for 
periodic action planning activities, and mid-point und final evaluations. 

3.6 PREPARINO 1ME PROJECT DESCRIPTION 

The final task of the design team will be to prepare a project description that will be 
used both to secure resources for the activity and to later provide guidelines for the 
project implementers. 

Given the multiple organizations involved in the project, they will likely have 
differing requirements for the project description. If possible, however, onc single 
document should be developed, to help assure that all parties agree on what is to be 
done. 

The description should begin with a discussion of the situation that has led t the 
preparation of the project propml. Tbis ddptiorn can be prepared using 
information from the needs assessment. 

Second, the objectives of the project should be presented, follawed by descriptions ol' 
the other project development steps outlined previously in chart 3. This shorald 
ensure that the information covered will satisfy the requirements of both the donors 
and the project implementers. 

The following information is requested for the Title I1 Multi-Year Operavlsnal 
Plans: 

Description of problem 

Quantifiable objectives 

Description of target population 

Description of project components and use of food 

Community involvement 



Collaboration 

Identification of activities to be implemented 

0 Monitoring and e~aluation plan 

Budget including all funding requirements and funding sources 



4. TECHNICAL ASSISTANCE 

4.1 INTRODUCTION 

This scction identifies various forms of twhdcal assistance that could p r m  useful 
in new project development. 

4.2 PROJECT FOOD AID NEEDS ASSESSMENT 

A needs assessment to determine Project Food Aid possibilities is the first step in 
designing projects that may utilize a food resource. Much of the information may be 
available in countries with experience in using food aid. More original research will 
be required in countries with little or no prior experience in applying food aid 
resources, especially given th~: special considerations outlined in thir document. 

In particular, the needs assessment should provide information in the following 
areas: 

nutritional needs of target groups 

development needs of target groups and target areas 

degree of unemployment and food deficiency in target areas 

r need and desirability of U.S. commodities in target a r m  

potential implementing groups in the target areas, and their level of inocrcst 

o potential resource support from host-counuy government 

ministries and agencies, donors, PVOs, &ad other groups, and their level of 
interest 

capability of existing food-aid distribution networks and Wtems, or prsfected 
requirements for new distribution mechanism 

This information will establish a baseline of data to determine appropriate 
applications for the foodsid resource. 



4.3 DESIQN ASSISTANCE 

Integrating food aid into existing development projects or developing new food- 
assisted projects will require good projectdesign skills. 

As emphasized in the preceding chapters, project developers will need to work 
closely with participating groups and the implementing agency to determine the 
following: 

0 appropriate objectives and activities 

0 technical specifications for actMtia 

0 appropriate target groups 

0 ration size and composition, and other incentives 

complementary resource ncedd 

management arrangement and controls 

data management requirements 

0 monitoring and evaluation design 

project timelines 

One or more of these areas may require outside design assistance. 

4.4 PROJECT STARTUP ASSISTANCE 

At the beginning of many new projects, management teams are often not as effective 
as expected. 

Team members understand the scope of work dmerently. They may differ in the 
perspectives they share about the project. Also the team may be pressured to start 
immediately, rather than spend the necessary time to establish relationships and plan 
how they will go about their work. 

Moreover, some team members may arrive at different times and allow insuflident 
time to work out relationships and discuss their expectations about the project. 

One way to deal with many of these issues is to conduct a project stanup workshop 
at the beginning of a new project. The overall purpose of this workshop Is to shorten 
startup time, develop draft action plans for the first 6 to 12 months of the project, 
and build an effective management team. 



A project startup workshop, which a n  be conducted In 3 or 4 days, should include 
the following: 

0 long-term technical essbunce personnel 

0 key host government project personnel 

0 key staff of collaborating entities, such as local lndigcnous NOOs, community 
. . organizetions, PVOs, Pcace Corps, and ALD. 

If these groups participate at tbe early stages of planning, they will Ukely share an 
understanding about the project and a commitment to the first year's work plan. 

Outside assistance may be necessary to facilitate these workshops. 

4.5 STAFF TR klNlNG 

Food aid program staff and s u p r v l s o ~  and technical staff of food-assisted projects 
will need to receive some training in applying and managing the food resource. A 
project-implementation workshop, b r W  on this document and on country-specific 
design considerations, could be r i  webick i2: !his training. 

On-site training may also be requirea !o i ~ i t  roduce supervisory staff to new food aid 
distribution requirements, for c ..- yple, 1 Y tezhnical work standards. These training 
requirements may need outsia . '?),y mb clc!ivr.ry assistance. 
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5. GQNSTRUCTING DEVELOPMENT 
INFRASTRUCTURE 

5.1 INTRODUCTION 

Infrastructure creation is essential to the development process. hfrastructure such 
as national road networks and water impoundme;lts support overall developmcnt, 
and facilities such as classrooms or warehouses are needed for specific development 
purposes. Another aspect of dmlopmen t infrastructure creation is the formation of 
human resources. 

Employment generation may be a sccondory objective of infrastructure creation. In 
some situations, such as impending famine emergencies, employment generation 
n a y  be of primary importance. In these cases, infrastructure creation projects have 
social as well as development objectives. 

The food resource can provide valuable inputs to the p r o m  of infrastructure 
creation. The programming requirements of this resource can also focus greater 
attention on social equity concerns related to infrastructure and promote efforts to 
ensure that the poor receive direct benefits from new infrastructure developmcnt. 

1NFRASTRUCJVR.E CREATION USING A FOOD AID 
RESOURCE 

Assuring that quality development infrastructure in terms of 
physical assets and human resources are available in poor areas 
is the primary purpose of these projects. The principal features 
of the activities are: 

Food deficit areas andlor areas with a high proportion of 
poor households receive priority in project selection. 

Employment generation is targeted on indMduals from 
households that are at or below the poverty line. 

Sufficient technical assistance, supervisory personnel, tools, 
and materials ensure the inhastructure fs of adequate quality 
for its intended use. 

e The food resource addresses critical wnstraints by: 
- supplementing cash resources to pay wags of workers - supporting training for need& skills - providing funds for other resources through manctization 



Infrastructure Is generally created to support achievement of development goals. 
Basic infrastructure such as roads provides access for 8 whole range OF servlccs and 
promotes market growth. Other typcs of inhrPstructure are needed to  achieve 
specific development goals such as long-term income generation, child survival, 
enhancing primary education, and natural rcxPources management, 9s is discussed In 
chapters 6,7,8, and 9. 

The problem analysis should bdicate the requirements and the technical 
specifications for the Infrastructure. Questions to consider include the following: 

What infrastructure (physical or  human resources) is critical to solving the 
development problem? 

e What quantity and quality of infrastructure is needed? 

a What minimum standards must be met? 

a Is unemployment or underemployment 8 critical problem in the area? Where will 
the labor force be recruited? 

a How will any physical infrastructure be maintained once it is constructed? 

The objectives of the project will depend upon the answers to these questions. The 
information will also provide a preliminary assessment of the magnitude of the 
activity and an indication of the technical issues presented by the project. 

This chapter raises many questions, some of which are partially answered on the 
basis of what has been learned about using food in infrastructure projects. However, 
as with any good project development process, the complete answers will Se specific 
to a given locality. 

Section 5.2 discusses the project activities involved in infrastructure creation. 
Section 5.3 covers project design issues. 

5.2 PROJECT ACnVlTlES 

The activities included in the project will depend on whether its objective is the 
creation of physical structures o r  human resources or  both. 

Construction of physical structures involve 8 fairly standard set of actMties which 
include: 

a surveying the area and the quantities of work to be ammplisbed 

preparing plans for the structure or fhdlity 

establishing the supervisory staff 



arranging for the availability of m.aterials and equipment 

recruiting the labor force 

constructing the infrastructure 

establishing mechanisms for maintenance 

The creation of human resources may be carried out in a variety of ways. The project 
activities discussed in this chapter concentrate on skills needed for employment anti 
on-the-job training. Subsequent chapters on long-term income generation, child 
survival, enhancing primary education, and natural resources management cover 
other types of training activities. 

When employment generation is one of the objectives of the project, it will affect the 
choice and management of activities. For example, more labor intensive methods of 
construction may be used, and the tasks and remuneration may be dcsfgned to attract 
certain types of individuals. 

The following sections discuss the ways in which food can be used in the project 
activities. It is emphasized that food alone is not sufficient to carry out infrastructure 
creation activities. Technical personnel, materials, and equipment are also needed 
on the activities. 

The activities discussed below are not intended as a catalogue of all possible 
activities but as a starting point for project designers. Each project should be 
specifically designed to address local conditions using the process set out in chapters 
2 and 3. 

5.2.1 Food r a  r Component of Wage0 

The use of food as a component of wages is appropriate in actMties where the 
primary objective is to mate  a physical asset or to develop human resources through 
on-the-job experience. Applied to these project activities, food can help stretch 
project funds so that more can be done. 

Food supplements the cash funds available to the activity sponsor. It can make it 
feasible to carry out activities that would otherwise be too large for the available 
resources or to support additional activities critical to project suuxs. The 
combination of development and social welfare functions of food also can make it 
possible to support activities in areas that would be considered too marginal in 
normal financial terms. 

The use of a food wage or a combined food and cash wage can also help to target 
employment creation to poor, fooddeficit households wltb underemployed 
members. This group is more likely to respond to the incentive ofa food or partla1 
food wage. 



Human resources development occurs when food-wage laborers build skills on the 
job that are essential to project efforts and that will eventually bring them a full cash 
wage or make their own farms or businesses more profitable. Using the food wage to 
pay project personnel, at least initially, helps assure that jobs are goirrg to those who 
are most needy. Examples include tree nursery and out-planting worken, gardeners, 
and tailors. 

A partial cash wage is prefcrrcd in most situations. However, a full food wage is 
considered acceptable for project activities that are community based, aince they are 
in most cases directly tied to the population group from whkh the food-wage 
laborers come. Levels of remuneration and wage fbrmulation are project design 
issues that are discussed below. 

The box lists some of the development activities where a food wage has been used - 

successfully. 

Development Activltles with Sumssful Food-Wage Use 

Construction of schools 
Construction of clinics 
Road maintenance 
Urban gardens 
Community gardens 
Tool manufacture 
Water systems 
Irrigation sys tems 

Bridge construction 
Road construction 
Soil conservation 
Tree numries 
Woodlot planting 
Woodlot guarding 
Woodlot maintenance 
Firebreak establishment 

5.2.2 Food for Employment Oeneratlon 

Thc use of food as a wage component is appropriate in infrastructure development 
activities that are primarily intended to provide employment opportunities for 
people facing particular hardships. 

In these situations, providing "a job and food" to p p l e  is determined to be critical 
for their survival. Such employment generation activities are seen as most helpful In 
serious food deficit situations as a means sf keeping people from migrating for work. 
Examples include employment guarantee schemes for landless laborers or famine- 
affected groups. 

However, even when employment generation is the primary objective of a project, it 
should have secondary objectives that are developmental. If a full food wage is to be 
used, the most appropriate activities are those that will directly benefit the workers 
and enhance their future income prospects. 

However, in emergency situations where there is no ongoing activity that cnn be 
expanded, basic infrastructure creation activities usually offer the best assurance for 



development results. Other types of development projects require personnel and 
technical and material Inputs that may not be available on short notice, 

Basic infrastructure projects should be limited to public works activities th~ao provide 
generalized benefits to the local population as i\ whole and are not monopollzed by 
more-advantaged economic and social groups. Eumples include community centers, 
dams, schools, and clinics. 

In long-term employment guarantee schemes, a total food wage should not be used 
unless the workers derive direct benefits from the mtivitia or lcam new marketable 
skills from their employment. In most cases, the f c d  resource can stretch the cash 
resources available for wages, but it should not totally replace them. 

As a supplement to cash wages, food allows the activity sponsor to undertake 
additional or larger astivities, employing more people than would be possiblle under 
normal budget situations. Moreover, the combined food and cash wage am be as 
valuable to the worker as a full cash wage, given that a portion of the full a s h  wage 
would need to go for food anyway. 1Be cash component provides money Bor other 
basic needs such as fuel and clothing. 

5.2.3 Food for Monetkrtlon 

Sales of food can assist in providing cash needed in infrumcture creation ]projects 
for items such as tools, cement, other materials or transportation. Project designers 
should follow current monetization guidelines in developing their proposals. 

Closed monetizations of commodities, where food aid is sold to the participants in 
activities, may also be appropriate in projects. For example, food commodit:ies can 
be sold at subsidized prices to low-paid workers on construction activities rmd the 
funds used for project budget needs. This use of food can be helphl in attracting a 
labor force and can also help to ensure food b available for workers. This can 
sometimes be a problem, especially when large numbers of laborers are worlldng in 
areas with small populations and limited markets. Monetization policy requires that 
commodities be sold at full commercial price, but waivers can be granted provided 
the lower prices are justified in the monetization request. 

6.3 PROJECT DESIGN ISSUES 

The project design issues discussed below wnantrate on the questions that arise 
when food is used as a component of wages. Each country will haw its own ripecia1 
set of conditions and issues that must k considered when designing and 
implementing projects that use food as a wage component. Nevertheless, then: are a 
few basic issues for any programming discussion at national, regional, and local 
levels. 



The most basic hues that should be considered in decidlng whether to use thc food 
resources as a wage component in a particular project activity are the following: 

0 appropriateness to the activity 

0 the work site location 

worker selection 

the wage formula and additional incentives 

0 complementary resource suppart 

e maintenance of completed infrastructure 

6.3.1 Approprlatenerr to the Activlty 

I Key Factors To Conrider 

Will project targets for quality and completiot! dates be met if 
the activity is carried out with food-wage labor? 

How much external management and technical assistance would 
be required to wersee the food-wage laborers, and at what m t  
to other project activities? 

I Do food aid distribution networks already aist? 

Could the work be done by community volunteers, without 
introducing the food wage? 

I Is payment in food culturally acceptable to the proposed 
workers? 

Cost effectiveness and "community voluntarism' are two hues to weigh carefully in 
determining the overall appropriateness of the food wage for a particular activity. 

The f c d  wage is not a bra resource. Food distribution, managemeat and technical 
supervision of workers, training, quality, and timeline rcquirements--all are factors 
determining the labor m t  of a particular food-assistcd activity. 

Thirty food-wage laborers migbt need taro weeks to dig a fish pond, a job that a 
bulldozer could do in one afternoon. Is 8 bulldozer available, and at what cost? Are 
the lab~l?e!S capable of meeting project targets for quality and ampletion dates? 



Will subsequent projcct activltics be on hold until completion of the food-wagc 
activity? Who would provide technical and management oupendslon of workers? 

If some tasks require training, It will bc essential to ptovlde the f d - w a g e  labor 
force wlth enough inccntlves-food rations, part-cash wage, o r  other appropriate 
Incentives-to assure minimum turnwer. Skill dcvclopmek~t t a k a  time, and 
constant train!ng of new worken wlll burden s u p W r y  saff. 

Can the project tap into exbring and reliable f d  rid dbtribution sytems? When 
rations are delayed one o r  two months, worker abenteebm results. 

It may be possible to distribute food rations in mlkbwation with other projects, 
such as child survival projects, or  with World Food Program and other donor food 
aid projecu. But it may bc necessary to establish a separate system, If costs are 
justifiable. 

A common criticism of activities involving food for w r k  has be-7 that community 
motivation and participation can become dependent on food aid when it is given as 
an "incentive" for time voluntecrrd. Qver a period of time, the argument goes, food 
aid and volunteerism became r-shcd, and the spirit of volunteerbm as a value 
within a wmmunity is eventually lost. 

On the other hand, community volunteers Rave sucoesshlly wcrked side by side with 
food-for-work laborers on community p r o j ~ m  when the food commodities have 
been clearly defined as a wage, rather than compensation for time volunteered. 

This distinction is particularly crucial in projects that rely on the food-wage resource 
for some asp&% of project implementation and on mlunury  participation for 
others. So which project tasks should be earmarked for food-wage labor, and which 
tasks can community volunteers be expected to do? 

Before this question can be answered, another key question needs to be uked: How 
much volunteering are p p l e  willing to  do? They may well mgnize the need, but 
can they afford to volunteer the time? 

The example shows how these concerns might be addressed in r woodlot project. 



r- The Food Wage and Camunlty V o l u n l r s c ~ ~ l  

A 7-hcctare woodlot wns prepared for plantlng by 15 local food- 
wage workers. They cleared the rite, fenced it, and plowed 
furrows 4 meters apart. In these plowed h m ,  they dug water 
catchments every 3 t~ 5 meters. 

On National Tree Planting Bay, the entire 7 hcclsre-which is 
roughly qudvalcnt to 13 football fields-was plrrntcd by a large 
turnout of community volunteers. The food-wage laborers 
supendsed the work to makc sure the tree &Dings were 
planted coraectly. 

Work Site Location 

Key Factom To Consider 

Is there a labor surplus in the area? Will the activity attract both 
men and women? 

Is the area sufficiently food deficient to attract an appropriate 
labor force, e.g., able-bodied workers for hard physical labor? 

I Does the site meet technical criteria for success, e.g., adequate 
soil conditions, rainfall, land tenure? 

The food-wage resource often attracts considerable interest irl a cormtry, because it 
is a visible resource that reaches the I m l  level. 

In programming the food-wage resource, site selection often comes under pressure 
from various interest groups. For this reason, criteria for site selection should be 
established early on to protect projects from too much outside influence in the 
planning and impleuientation of food-wage tasks. 

When work activities have developnrrental objective, the sites selected should have 
reasonable prospects b r  success. In selecting a site, technical requirements should 
be weighed equally with more traditional aiteria. With reforestation projects, for 
example, the site-selection criteria should address gowth-rate potential and land 
tenure, in addition to the need for reforesvnticra md the mdty of food shortages. 



In fowl-wage asshtcd projects wlth developmental objectives, 
the following site wlwtion criteria should be (;onsidered: 

severity of food shomges 

site technical requirements 

work-force availability, capability, and stability 

cost factor in distribut,lng food-wage rations 

need for the cxpercted outcomes 

land ownership 

Another important criterion for site selection locotion is hbor ~ilabi l i ty  and labor 
capability. Sire location and labor availability ate two closely Mnked factors that 
influence the strength of the food wage as a development resource. Put aimply, the 
food wage is a useful development resource when and where it a n  a t m a  pmduclive 
workers. 

In food-deficient areas, where few employment opportunities adst, food-wage 
~sisted projects do attract capable workers and experience very little labor turnover. 
In rich agricultural areas, on the other hand, imported food commodities may prove 
less desirable to people, or the equivalent value of the rations may be less than the 
region's going rate for cash-paid labor. These project locations will likely attract a 
smaller, less capable labor force than nquirwd, and one that turns over fraquently. 
Finally, as previously mentioned, the abt  of distributing food rations to potential 
work sites is another key criterion to oonsider. Js there a nearby distribution anter 
willing to assisr, or would a ncw distribution outlet need to be established? Are sitc; 
widely dispersed? 

The cost of administrative and loa$stIcal rugport for use of the food 
resource-transport, warehowes, accounting requirements+dl be lessened if 
existing food aid distribution networks can be tapped. 



6.3.3 Worker Sekctlon 
, 

Key 8octorr To Cooalder 

I What are the various tasks required to carry out a particular 
work activity? 

0 Can women be considerod for nontraditional roles Jm a given 
culture? 
Can any of the tasks be done by elderly or handicapped 
people? 
Which tasks will require an able-bodied worker? 

I What is the target group from which the food-wage workers will 
be selected? 

How will potential candidates be identified? 
e Who will determine which individuals are selected? 

When worker selection uses very basic criteria, the job of selecting productive 
workers is expedited and will likely lead to better project results. 

How one defines a "productive worker" will vary from task to task. What 
performance level is required to carry out a task adequately and within a planned 
time frame? 

When work tasks have developmental objectives, the workers selected should be able 
to perform the task adequately. Different tasks require different worker capabilities, 
particularly with regard to health and age. The worker who digs holes to plant trees 
must be more physically able-bodied than the one who manages the tool shed, a 
position that may rquire the ability to read and write. 

Taks requiring more physical strength should be identifled for the more physically 
able-bodied, and those requiring leas strength should be reserved for the less able- 
bodied. The food wage is most effectively applied as a developnlent resource when 
participants are selected on the basis of their ability to carry out the work-task 
requirement. 

Worker selection, like site location, often attracts special interest. Where labor 
opportunities or food is scarce, employment may not go to the best qualieed or the 
most needy, but to the politically favored. When special interest groups instead of 
project staff select food-wage loboren, worker capbilies msy not be considered. 
Those selected to sarry out a panicular task may be in poor health, or too young or 
old to do the task reasonably well. 



The faxl wage, when 11 goes to the mom able-bodidl family members of n&y 
households for those tasks requiring hard phynlml labor, not only feedm the rest of 
the family, but also builds roads and planu trees more eflldently. 

6.3.4 The Wage Formula and Chher Inamn2tvu 

What food aid commodities are available? 

0 How have they been received in the past? 
0 What is their estimaaed local market value? 

If the food wage does not match the going rate for paid labor, 
could other project-provided incentives complement the value 
of the food payment? 
0 Is a part-cash wage feasible and justified? 

Can daily work hours be reduced? 
Can the volume of commodities in the wage formula be 
increased? 
Will some of the workers receive direct benefit bom project 
activities? 

Social and economic factors weigh heavily in the search for the right answer to the 
question, What is required to attract productive workers? 

What is the distance to the site? Is it in an urban or rural area? How high is 
unemployment? What b the official minimum wage in the country Venus U e  actual 
minimum wage? What percentage of the unemployed already receive emergency 
food aid through other sourrces? 

An even more basic question to ask is Whar's in itfor thc individual wonka? 

Generally speaking, the food wage d o e  attract productive laborers when the full 
wage--fwd commodities alone, o r  a combination of bod commodities, cash and 
other incentives-is competitive economicalIy witb the going rate for cash paid 
labor. 

In urban areas, the cost of using the food-wage resource could be higher if ample 
employment opportunities exist for unsldlled labor. 

Other incentives, including a partush wage, may need to be linked to food 
commodities in order to attract appropriate workers to the project. 



In rural a r m ,  on the other hhad, where fewer employment opprtunitiee adst, the 
food commodities alone may prwe to be incentive enough to attract a stable, 
productive labor force. 

Major dctcrminants in the wage formula for rural a r m  wlll be the degree of food 
deficiency and the number of poverty-stricken families. 

Additional incentives, however, are usually necesMlry in areas that already receive 
emergency food relief. 

Consldemtlon Of ZncPI Factora 

Busic Information Required 

Local wage/compensation for specific levels of applicable work 

Food consumption pattemlnutritional deficiencies 

Commodity costs--purchase, ocean freight, overland and 
internal transport, storage and handling costs 

Key logistics cosatraints 

tocal Agricultural Dora 

Agricultural calendar 

Local agricultural production levels 

Local food imports and exports 

Produces prices and market prices 

Source: AID Food-for-Work Conference, Annapolis, BAD, 
Reember 1983. 

Wage Fornulotiem 

If food commodities are to be defined as a wage, how will appropriate wage formulas 
be determined? What factors should bc weighed in devising the wage scale? The 
following are key elements to oonsider in developing appropriate wage fos.?las for 
food-wage supported work tasks: 

the degree of labor surplus and food deficiency 



the worker capability rquircd to carry out a particular work wk 

the availability of cash to supplement the food wage 

other inceniiva, such as skill training, h~ilf-time employment, o r  piece work 

Ration size and content are significant factors La determining the attractiveness of 
the f d  ration as a wage. 

Ration Size 

The food aid ration, to stand alone as an effective wage, must be fairly equivalent 
monetarily to the going local rate for cash-paid labor. Flexibility in determining 
ration size-the kilo amount sf bulgur wheat o r  vegetable oil included, for 
example--allows for a wage scale more tailored to work tasks and lessens the need 
for other direct incentives. 

Maintenance of "cash wage" equivalency, however, will require pcria4ic adjustments 
to keep up with inflation. Seasonal adjustments, either to  work norms or ration size, 
also niay be appropriate. 

Retion Content 

The value of the food aid ration is detemined by using the prices of similar local 
commodities and determining how much of one commodity or  a combination of 
commodities is required to approximate the value of local wages. Identified high 
value commodities such as oil arc typically used as part of the ration. 

By the same token, an unacceptable commodity can lower the value of the food 
wage. Some 20 years ago, Scandinavian dried fish was first introduced into southern 
Rwanda as pan of the food ration. People were unwilling to work for it. In fect, 
there was so much resistance to the dried fish that expatriates were sent in to teach 
people how to cook it properly. Program of'ficials have since aclraowledged that the 
commodity's unacceptability to  the local population weakened the work program 
considerably. 

However, over a number of yean, the fish gradually became accepted by people and 
has since become a very popular culinary commodity in that part of Rwanda The 
soaking water used to rehydrate the tfsh is even saved and heated for broth. 
Moreover, fish farming has -me a viable small-scale enterprise. 

Although this example is an exception, it illustrates two important points (a) 
unwanted food commodities do not attract productive workers and can undermine a 
work program; and @) an inappropriate food commodity may b a a m e  a preferred 
food over time, which could encourage local production if the capability is there, but 
could also create a long-term dependency on imports. b r d i n g l y ,  the use of 
commodities that have no local equivalents is not encouraged. 



Appropriate food-wage commodities mt&Q the following 
conditions: 
r They are valued by the target population. 
r They supplement Iosal foods, but do not compete with them. 
r They meet most nutritional ntads of the household, unless 

the ration is aupplementcd with a part-ash payment. 

Pltt-Cs8h Wag0 

A part-cash wage should be considered in the following drcumstances: 

r if the workers will be involved for a significant period of time-more than a 
month, for example 

r if the benefits are generalized-that is, if tho food wage participants do not derive 
assets or new skill development 

r if the workers are landless laborers who depend entirely on their wages to meet 
all their needs 

r if the technical standards for the activities are high 

r if the pace of work required is relatively fast 

The International Labor Office (LO) has established guidelines that identify when a 
full food wage without cash supplements is appropriate (see box). 

I ILO Guldelfnes on a FuU Food-Wage 

Under certain conditions, the ILO considers a w a p  comprised 
of 100 percent food rations to h acceptable. Tbese conditions 
are outlined belaw: 
r when there is a stated policy in which the fm ration as wage 

is seen as a transitional phase to a cash wage 
r when employment is generated that eventually will not be 

dependent on food rations 
when t k  assets created by the food-aid assisted project are 
for the benefit of the whole community, and not confined to 
certain Ondividuals 
when the food aidassisted project h e l p  movc the 
community toward self-sufficiency in food production 
when the food aid-assisted project includes training of local 
community members as a key component 



Standardlzlng the Food- Wage Rorourca 

Uniformity among donors, sponsors, and implementing agencies in applying tiit 
food-wage rewurcc will onable higher project performana standards to be 
established. Four areas '.A panimlar., If standardized, would contribute to higher 
project performance: 

Worksr and Site Selection Cr~teria 

As noted earlier, standard worker- and site-selection criteria help reduce the 
pressures of special inlerest groups on project management staff. 

Work Norms 

Experience has shown that using food for wages is more effective when 
compensation Is linked to completion of specific tasks. Early projects that only 
related food payments to hours of work too often produced poor work performance. 

Standard work nonns for each food-wage task would permit better planning for 
future food-wage activities, and a more meaningful evaluation of completed 
activities. 

Naturally, work norms for some tasks will vary from work site to work site. Tbe 
number of holes a worker is able to dig in a day, for example, will depend on the 
terrain, the soil conditions, rainfall, and the tools provided. 

Work norms can also be established for a group and cover a working period. For 
example, a work gang of 20 people may be paid a month's wages when a given section 
of road or a culvert is completed. The quantities and tasks included are spedfied in 
advance, and the group Is given a specified time in which to ffnish the work. They 
may finish sooner if they wish. 

Ration Value 

Ideally, the value the participants attach to a food-wage ration should be at least 
equivalent to the going rate for paid labor in the area--unless the ration is only one 
half the wage, for example, and cash makes up the other half. 

Standardizing the ration value aocording to going rates for cash-paid tabor helps 
assure that the ration is acceptable to p p l e  in the am.  'IU acceptability will help 
guarantee that a project has a sufficient, capable, and stable labor force. 

Olher Worker Incenflver 

Other worker incentives, in addition to food wmmoditics and cash, can also 
influence the wage formula. 



Is on-the-job s W I  a)rrlijng avolhblr? The opportunity to p i n  blacksmith o r  
masonry or beekeeping skills adds a powcrfbl incelrtivc to the wage formula. 

C4rJd o "srylr work" uppruuch k vrad? Half-time food-wage jobs have prwed more 
responsive to the needs of single women who are heads of households: It glvw 
them an opportunity to both provide for their children and take the time 
necessary to properly care for them. 

Long distances to the work site could make a two-shift day unfeasible, but 
perhaps not a two-shin week, in which, for example, two crews each work three 
days per week. 

Arc them project lark that auld be hnt pr "pisa worku? Paying with food 
commodities for the brush fencing panels that the project needs enables food- 
wage laborers to do the work when it is most convenient for them: at the end of 
the day when their own farm work or other chores are W h e d .  Oldcr or younger 
family members are also able to help out. 

0 Are them promotion possibififies? The promotion of food-wage laborers to a h  
paid positions provides a powerful incentive, not only for good performance, but 
also for the acceptability of food aid as o wage. It is an incentive that has prwed 
effective in many food-wage projects. 

5.3.5 Complementary Resourco Supporl 

Key Factors To Consider 

I What resources are available? From what sources? I 
What management and other support will be required? I 

I 
How much technical input will be required during the design 
phase of a food-wage assisted project, and who will provide it? 

How much technical supervision and training of workers will be 
needed at  the project site to assure that work tasks are properly 
carried out? 

The food-wage resource works most effectively in combinerion 4 t h  other resources: 
management, technical, material, and logistical resources, in particular. What 
technical know-how is needed, at which points, in carrying out a work task? What 

u r e s o U ~  are tools and other materials are required? When? What othe- 
anticipated? How much support can the host government provide? 



In many developing countries, the gowmment lnhastructurc at regional and local 
levels is not strong enough to adquately rupport food-wage actMtia1. 

Moreover, tapping the existing government infrastructure for ru,pcrvisory and 
technical manpower to manage food-wage work ritcs could IMndcr orher 
development eflorts in the area. A food-wage activfty may well result in an earth 
dam, but if scarce government personnel have been cnllsted to supemlsc workers, 
what is the oost to other reglonal md  local d~velopmcnt priorities, and essential 
services to urban and rural oommunitles? . . 
A good approach is to integrate project food aid rmurcto lnto ongoing 
infrastructure projects. Project designers should also seek ways of separating 
technical personnel from management of resources, 

A Role for PVOs and Peace Corps 

It may be neither appropriate nor feasible to rely on adsting 
government infrastructure for resource assistance with food- 
wage activities. If not, where can this assistance come from? 

A strong PVO or Peace Corps role may be critical, at least 
initially, to the successful design and implementation of food- 
wage activities. 

Certain policies will help assure that the food-wage ,resource does not cause waste or 
ineHicient use of other scarce resources, such as technical assistance or financial 
assistance. 

Separate Technical Support From Logistlcel SuppoR 

When a government technical agency, such as the extension selvJa or the forest 
service, becomes the sole implementer of a food-wage supported project, md 
allocates scarce personnel, vehicles, and other resourus to food aid management 
and support, its technical effectiveness diminishes 

Foresters and health technicians need to provide technical supervision md sldll 
training, not distribute food rations. 

Encourage s Stable, CBpctble Food-Wage Labor Force 

Close supervision and constant training are required when labor turnover ds 
bequent, or when food-wage laboren cannot perform work mlcs adequately. Tbese 
situations undermine production targets and tax management-which most projects 
can ill afford. 



Rotating food-wage laborers out of their jcbs after a two- or thr6c-month period, for 
example, may maximize the number of food aid panidpants, but St may not maximize 
the usc of other resources, o r  allow skill development to occur. 

Incorporate a *Shl/Y Worir Appmch W h e m r  Possible 

There ate sevctal advantages to the ship work approach to worker employme%i. 

It doubles the number of partidpants with essentially the same mamgement 
structure. 

With shift work, better coordination of workers will be raquiral, but line 
supervisors can w e w  up to twice as many half-the food-wage laborm as full- 
time food-wage laborers. 

It allows participants to build skills and capital resources. 

Building skills and capital resources takes time. Shifi work keeps people in their 
jobs longer and nllows them to carry on with other capital-building activities, 
such as farming. 

It responds to the necds of women. 

Half-time food-wage jobs enable women with children to combine wage labor 
with their multiple roles as mothers and producers. 

As a project approach, it is more sustainable <wet the long term. 

In countries with many food aid participants, limited host government and donor 
resources, and limited management capacity, the food wage applied to a shift 
work approach enables other scarce resources to extend further. 

Technical SuppoR 

The special value of the food-wage resource is that it can support development 
activities-tree planting, dam construction, road building--as well as supply food 
commodities to people in need. Creating these developmental assets, though, 
requires good technical know-how. 

With few exceptions, reliable and competent technical support over the Me of the 
food-wage activity will be vital to suczm~~ful results. In the following &te uess, 
technical support is particularly crucial for fwd-wage supported activities. 

Technical Design 

Is the task design technically sound? Is the selectd site an appropriate one? Will 
the potential benefits justify the expenditures? 



Thew questions wlll vary in significance, depending on thc task and the pactor area. 
However, the key &sue remains the same: the food-wage can be a nrujor 
wntrlbuting factor to where and how a work task gels canled out, but the pri~mary 
dctcrminant--es with any development activlty--rhould be technical feasibility and 
approprloteners. 

Work Task Planning 

Technical input during work-task planning Is critical to achieving optimal 
organlzatlon, sequence and timeliness of work tasks, required tools, and o'ther 
resources. 

Developing standard work norms and performance standards for task aaMtim is 
another function that may require technical input. How many meters of antierosion 
ditches can a food-wage laborer be expected to dig in a day? How many plastic lwgs 
for tree seedlings can a nursery worker 311 in a day? 

In addition to facilitating planning, standard work norms will also help determine 
worker qualifications, and help assure that a clear linkage Is made between ahe fwd  
rations and the work performed. 

Technical Supetvision 

Daily o r  even weekly supervision by technicians may be unnecessary for every work 
task, but there may be critical periods when direct technical support and supervision 
would greatly enhance the quality and impact of the resulo. These critical points 
will need to be identified, planned for, and scheduled. 

Technical Skill Transference 

Building technical capability at the local level-to lessen reliance on outside 
services-is a goal of most development projects. Technical skill transfer Is one 
primary way that the food-wage resource can help people break away fmm 
dependency. 

Technical skill building should be targeted at two levels during work task 
implementation: 

0 work site supervisors and other field personnel 

the food-wage participant 

In a food-wage supported community tree nursery, for example, the site supervisors 
should receive periodic training in nursery management; and the food-wage 
workers-in addition to training in routine nursery maintenancb-sbould also learn 
seed collection and storage and fruit tree propagation. 



Work Task Monitoring and Eveluetion 

From a technical standpoint, monltoring and evaluation of the work-task 
accomplishments in food-wge projects serve two important functions: mlnfordng 
performance stundards established with workers, and ~sstsslng the I w n s  Iarncd 
for future planning. Thc exerdse should indicatc how c l w l y  work task 
achievements have come to the work norms established for the project and can 
indicate realistlc work n o m  en'd incentives to use in future activltia. 

Technical support in these areas will give much greater assurance that the project 
using a food-wage resource will achieve development impact. 

Key Factors To Conslder 

How will maintenance of the infrastructure be assured following 
the completion of construction'? 

What entity will organize and supervise maintenance activities, 
including the procurement of any needed materials and 
equipment? 

How will the costs of maintenance be financed? 

These questions must be considered and resolved during the project design process. 
If they are not, it is highly unlikely that the infrastructure created will be available for 
its projected life and realize expected development btnefits. 

In cases in which structures are on private land, for asmple, maservation terraces, 
designers must make sure that the economic benefits Of maintaining the structures 
are sumcient to encourage the landowners to do so. W e r e  indiddual economic 
benefits are insufficient to cwer  the costs of maintenance and the stnraures are 
critical to overall efforts, cog., in cases of watershed management, appropriate 
incentives and assistance to landowners are indicated. naining in maintenance 
techniques should be included in project activities. 

When public goods such as feeder roads are concerned, a governmental o r  quasi- 
governmental body generally is responsible for maintenance. The orgarmization that 
will be responsible for maintenance should be identified and efforts made to create 
any additional resources it will need to undertake the new activity. 

Managing and financing of maintenana Is a chronic problem for government 
departments already struggling to m a t  &sting oommitments with limited budgets. 
Wherever possible, local financing (cog. road user charges) and organization of 
mainterrance should be considered. 



Decentrallzutlon of responslblilty for malnten~nce to the local authorities dlrectly 
benefltlag from the infmtructurc may assist in improving maintenance 
performance. 



6. LONG-TERM INCOME GENERATION 

6.1 INTRODUCTION 

Long-term incomc generation is one of the raulu desired from mmc development . projwu. I r  t5 usually a generalized benefit, as in the lpse of additional sales of 
agricultvral produce resulting trom the construction of a road. la contrast, the 
projects Qbcllssed in this chapter have the spedflc objective of increasing the 
ititmra+~ of particular groups or individuals by crating resources or cgterprises. 

LONG-TERM INCOME GENERATION PROJECTS USING A 
FOOD AID RESOURCE 

The primary objective of these projects is to generate a 
continuing stream ofmt income for the poor. 'lbe approach 
goes beyond welfare to establish economic independence. The 
principal features of these projects are: 

?be participants are the traditional beneficiaries of Title I1 
commodities, i.e., individuals or households at or below the 
poverty line. 

The emphasis is on creating continuing net Income increases 
following the phaseout of food and other rcsouroes, although 
incomes may be increased temporarily as a result of project 
intenentiom. 

Capita! raourcer are created to innease incomer from self- 
employment, or business enterprises are established or 
expan4esj 10 create additional job& 

Fwd is used as a rcwo'urcc to address critical c~nsuaints 
including: - insoffident savings - aversion to risk taking - insufficient working awl - fPads to compensate mrkers during infrastructure 

construction - insuffident skills 



When thc problem analysis & performed, planners should establish that viable 
income-generatin8 opportunitiu exist. In addition, the designers :reed to conflrm 
that the intended project partlcipnts are capable of achieving desired levcls of 
income From the activities. 

Questions to consider include thesc: 

e What is the puqmse of long-term income generation? Is it to emure that certain 
groups or individuals have an improved standard of Uvln~, educational 
opportunities, better diets, etc.? 

0 Are there viable income-generation activitits that can be promoted in the area 
concerned? 

Will the viable activities benefit the groups or individuals the project wishes to 
reach? 

In some situations, the activities that are viable may not result in benefits for the 
groups the project wishes to reach. For example, if the objective is to imprwe the 
nutrition of mothers and young children, initially the planners may not identify 
viable enterprises that will provide benefits to those groups. 

In this case, some other type of project intervention may be needed in the short term 
such as on-site feeding rwociated with the provision of child survlval senrices (see 
chapter 7). However, the sponsors should continue to reek ways in which sconodc 
independence can bc established for the project partidpants in the long term. 

Long-term income generation requires the establishment of fW capital. In 
addition, working capital is generally necded to cany an enterprise throu,gh a startup 
pe,iod until it becomes profitable. Thereafter the enterprise generates the -working 
capital necessary to carry on the activity. Tbis situation & distinct from that of the 
infrastructure projects described in chapter 5, where capacity is created and revenues 
such as taxes or user fees are generated to maintain the capacity. 

Recognizing the diflerence between itxed and working capital is essential to the 
design of successful long-term income generation projects. la mrmny ceses, food aid is 
provided as working capital, but the project does not create fixed capital or the 
conditions necessary for long-term profitability of thr: activity. Food aid must be 
provided indefinitely for the activity to oontinue. 

Many of the problems of establishing viable income-generating activities can be 
overcome if planners identify successful projects and we the food-aid resource to 
expand them. The partidpntr; the plannen wish to benefit can be included Jo the 
successful activity. Food aid can replace certain of the cash requirements and the 
cash can be used instead to create additional fixeU capital. 

The decision to use r food resource should be made carefully, even wben the planned 
project is intended for a food deficit area. A determination must be made that food is 



an appropriate resource to use in the spaific activity and with the particular 
individuals concerned. When food Is used in an incomegeneration projcct, it 
pnerally represents a minor percentage of total project mts. However, the food 
resource may bc critical to projcct auccesa, as fear of hunger Is an important cause of 
risk cversion behavior. 

Section 6.2 provided examples of project activities involving both the provision of 
fixed and working capital and discusses t b  ways in which food aid can support the 
activities. The design issues spedflc to income generating projects are discussed in 
Section 6.3. 

6.2 PROJECT ACTIVITIES 

Long-term income generation projects include any venture in which capital 
resources are created that will generate a stream of net income after deductions are 
made for operating costs arid capital replacement. Planting tree crops, introducing 
new agricultural practices, and establishing business enterprises are examples of 
income generation projects. The activities involved in the project depend on the 
resources needed for the venture and the availability of the resources at project 
startup. Qpical activities involved in projects include: 

procuring capital resources (e.g., trees, seedlings, tols). 

ensuring sufficient skilled workers are available (e.g., workers howledgeable in 
pruning or grafting trees, managers and workers for clothing production) 

providing woriing capital to support the enterprise through the initial stages 
until income is generated (e.g., caring for trees, developing a product and 
producing itj 

arranging for the marketing of products (e.g., trees, tree products, fruits, honey, 
sweaters) 

Other activities may be added depending on the resouroes needed for the project. 
For example, funds are required for the purchase of capital equipment. The 
participants may already have savings, or the project m y  provide investment funds 
on a grant or loan basis. A third possibility is that the first activity of the project m y  
be to assist the participants to save the funds needed for investment. 

A food resource can make a contribution to several of the cornponenu involved in 
long-term income generation activities. However, it must be emphasized that food 
alone is not sufficient to carry out these projects. A mk of food and cash will be 
required for most investments. Funding for personnel, technical assistance, training, 
and materials are all essential to the success of these rypcs of actMties. 

The potential uses of food an outlined below. W s  User's Guide is intended to 
provide a starting point for planning activities. Tbcy are not intended to be a catalog 
of ready-made activities; the activity or mix of activities selected for use in a speciflc 



project should be tailorad to indlvldual drcumst8nms wing the proceor set out In 
chaptcrs 2 and 3. 

6.2.1 Food for lrvlngr 

Savings made possible by the Lncome value of food a n  occur in all projertr ulng a 
food resource Irrespective of the objective of the project. SIvlnp can be acated In 
chlld survival or primary education projecas, for example, as well as h income- 
generation activltles. The ravings may be used for income-generotlng actMtks in the 
future, either on a project or an LnBMdual basis, or they can be uaxl for other 
purpose. An example follows. 

School lunches np~esent income In W to the prumrs of schuol chitdror if the ftmd 
replaces meah the children would othmyise have caten at home Parents may be 
charged a fee during the p d d  when tht fwd usui in the lunches is povirlulfirom PL 
480 ~esources. Thc monq can be saved and used fa a vdeQ ofprposcs, fir example, 
lo establish a local enterprise that will produce the meals afier project phaseout, or to 
pu~hase teaching matetiah. 

This use of food seeks to capture all or pan of the income transfer effect of 
commodity donations to create the savings needed for fbrtd capital investments or as 
working capital. For example, workers receiving traialng in s U  needed for a 
planned income generation project may receive a food inccnth to attend the 
classes. They are encouraged to save the equivalent In cash to invest in the 
enterprise. 

Project designers should consider the potential for including this component in a11 
food-aided projects. Savings can create the conditions for local takeover of projects 
and avoid the open-ended delhrerg) requirements that cbaracterlzc many food-aided 
activities developed in the past. At a minimurn, project personnel should Bold 
discussions with participants 'up frontn to advise them of the short-term nature of 
the benefits they will receive and help them identir) how they can use the benefits to 
improve their situation in the long term. 

Following are two examples of investment activities in which savinp are used for 
long-term income generation. 

Saving for capital investment acme when partidpmts reaive f a  donatlorn and 
save all or pan of the inwme t h y  would otherwise haw spent on food. 'Ibere 
savings occur prior to the startup of inam6ge~crating W t f e s  while plriidpts 
are receiving food donations. Tbe partidpants mry be matint  raourcer needed for 
the implementation of a planned venture For example, they may be attending 
training wunes or constructing igfmst~cture such as roads or bufldlnlp. 

Alternatively, the panidpants may be involved in m activity with other development 
objectives. For example, mothers receiving food donations through a child survival 



project are organized into clubs. A saving8 and crcdit plrsoctrtion could be one of the 
activities of the club. 

If savings and loan facilities such as credit unions arc present in the area, project 
staff need only facilitate the partldpants* access to the services. For example, 
personnel can provide information on location of fincilltiea, methods of opening 
accounts, benefits, and so on, and mediate between the partidpants and the 
institution. 

If no appropriate savings and loan facilitica exist, the project will have to create 
them. Personnel are n d e d  to organize the savings and loan associations, and 
training is rquird  for local managers. If the partidpants are involved in a project 
with a primary objective other than income generation, additional personnel are 
required for the savings activity: health service personnel, for urample, should not be 
burdened with establishing savings and loan assodotions for mothers in a child 
survival project. 

Uslng Swings To Expend cv, Existing Entsrprlse 

When enterprises are already operating, food may be provided to create saving for 
new or additional capital investments. For example, a partial food wage is provided 
to workers in a amperalive, and the cash saved by replacing it with food is placed in 
an investment fund. 

6.2.2 Food To Reduce Rlakm 

Food can be used in several ways to reduce the risks involved in new activities to 
increase future income. nese risks include hunger, economic loss from the 
investment, and the psychological aversion to innovation (changing behaviar). 

Examples are- 

These projects include all situations in which trees an plaillted to provide a bture 
income stream. 

Private woodlots, fruit trces, rubber trees, and spice uas such as c l w  are all 
examples of trees that yield an income after an initial growing period, In these caws, 
food may reduce risks in several ways. 

Land may be taken out of crop production in order to plant the uaa Even when 
the land is of low productivity, marginal farmen may need the food crop production 
to meet basic food needs. They should be encouraged to plant trees only if the future 
income from the trees is significantly greater than the value of the lost production, 
or if other factors are involved (for example, the trees are needed to combat soil and 
water erosion). A food incentive for glanting the trees and cerfng for them until they 
can survfve on their own (a minimum of 2 yean) can ofk t  llost production. 



Another situation Is that of households with a c c w  to land unsrritable for food crops 
but adequate for tree planting. If the households are hvolved in day labor to  earn 
incomes needed for subsistence, they cannot afford to invcst the time required to 
plant and tend the trees. In this case, food compenoota for lost wages. 

lnrroductlon of New Prectices and Cash Crops 

Thc practices concerned may include new agricultural techniques such rrs winter 
plowing, or conservation measures such as terraces. Farmers must invest additional 
time, labor, and capital in these Innovations, and the return is uncertain. 

In the case of terraces, land is initially lost from production, although yields may be 
increased or protected in the future. Introducing new cash crops is another 
examgle-similar to that of the trees discussed above. H m e r ,  in this case, the crop 
will generally yield en income in a shorter time period. Food compensates for the 
food losses, time expenditure, and f a r  of innovation. 

Two other methods may be used to fadlitate the introduction of new practices or  
crops: crop insurance and food banks. 

Crop insurance is provided on various terms. An example is that if a new crop fails, 
food can be provided to tide the household over until the next year. 

Food banks can be established to provide food stoclcs in emergencies, or  to  stabilize 
supply throughout the year 8s a means of eliminating post-bannest glut and pre- 
harvest shortages. Donated food can create a stock that is used in times of need and 
repaid with local produce after the harvest. Commodities can also be provided on a 
loan bad: with repayment in local produce after harvests, and the commodities used 
to establish food banks in additional villages. In thk case, the amounts borrowed 
would be repaid with interest, thus maintaining the stock while providing the food 
needed for the repayments. 

6.2.3 Food for Worklng Capltal 

These are situations in which partidpants are provided food 60 they can sm up 
income-generating venture or dm over. 

Most business ventures require an initial investment of time and money with a 
waiting period before income is realized from the activity. Food resouroes can help 
to support the individuals involved in an enterprise during the waiting period. For 
atample, in an egg production enterprise, day-old chicks may be purchased, and a 
food wage provided to  the proprietors to care for the chiclo so they are not forced to 
take day labor elsewhere. 

The food wage would whtinue until the chickens are old enough to lay egp. The 
eggs must be sold at r profitable prim so the funds can be wad to serve as working 
capital. It may take one o r  two cycles s f  chicken raising before this is achieved. 



Starting over includes drcumstancca such as raicttlement onto new lands, or 
replacing capital goods that are aged or faulty, for example, removing diseased tea 
plants and planting new ones. Food b also useful in post-famine or disaster 
situations when households are returning from camps to plant their fields or restart 
their businesses. 

16.2.4 Food To Compnmta Workarr 

'There are a variety of circumstances in which food Is used to compensate the workers 
:In an income-generating activity. Workers creating the infrastructure needed by an 
enterprise can be compensated with a f& wap. Examples of infrastructure are 
storage facilities, acass roads, terraces, ard windbreak. 

k food wage cam be used also as an interim measure in an enterprise that will 
eventually pay cash wages. For example, a wmmunity-ownd tree and seedling 
nursery may compensate workers with a food wage until sufficient revenues are 
generated by the nursery to convert the workers to a cash wage. 

6.2.8 Food To Frcllttato Trrlnlng 

Income-generating projects usually involve heavy investments in training. The types 
of training required include saving and loan management, bookkeepin%, 
management of business enterprises, and new sltllls for production activities. 
Training may also be provided in skills needed to take advantage of job 
opportunities. 

Food can be provided as an incentive to participate in training, possibly in 
combination with savings activities as noted above. The donation may go to the 
trainee or to the household of the trainee. Food wmmadities may be used also to 
provide meals at training centers. 

6.2.6 Food for Monatl;utlon 

Food can be monetized to create capital required by a project in the fom of cash. 
Monetization requests should follow current guidance for ohis use of food. Approval 
of monettvltion requires that the projecv designers justiq, the need for the funds and 
demonstrate that they are not available from other sources. Closed monetizations 
can also be used to create capital funds for activities. For example, individuals 
working in an enterprise may be provided an opportunity to purchase donated foods 
at subsidized prices and the cash used to support the enterprise It is U.S. 
Government policy for any commodity sales to be made at regular commercial 
prices. Waivers are required for subsidized prices and sbould be applied for at the 
time the projects are presented for approval. 



6.3 PROJECT DESIGN ISSUES 

Certain of the Issues of food spadflcation and usagc dimmed in chapter 3 are 
particularly relevant to long-term income generation projects. See section 3.3.3. 
The critical issues specific to income-generating projects are examined below. 

6.3.1 Mdchlng ProJmct Actlvltlmr to the Targot Oroup 

Key k*ctora To ConrMer 

What is the target group of the project? 

What gender issues should be considered in selecting the 
participants? 

What are the attributes of successful project activities? 

Do the intended participants have the necessary qualifications 
or resources for successfir1 project activities? 

Consideratiop of this set of questions is essential to designing long-term income 
generation projects that achieve their objectives. 

The target group is the intended ultimate recipients of benefits from increased 
incomes. Specifying the target group is an cssential first step, as it will narrow the 
range of project activities to be considered. 

Is the target group poor households, particular types of poor households (q., the 
landless), or individuals within households, such as young children? Planners should 
attempt to ensure that project activities are appropriate for the individuals in the 
target group, or for those whose incomes will most beaefit the target group. 
Otherwise, the projects may be unsuccessful, or the activities may be monopolized by 
groups that already enjoy higher incomes. 

Spedfying the gender of the intended participants is important for two fasons. 
First, if the target group is young children, women's incomes are known to be most 
closely related to improvements in the situation of cWdren. Second, given the 
division of labor within societies, some activities may be considered unsuitable for 
the intended partidpanu. The planners may dedde to undertake the activity anyway, 
but should include measures to overcome opposition. 

The attributes of successful projects indudc such Jemenu 88 the quality of the 
products produced, a ready market for the products, the relation of the production 
schedule to the market for the products, the efficiency of production, etc. The 



spedfication of these elements will u b t  in determining whether the intended 
participants have the necessary rwurccs or qualltlui for a rucccrshl project. These 
include factors such as: 

ski11 ltveVcxpcriencc needed for the activity 

inwme level 

access to landlsize of holding/quality of land 

9 educational level 

physical strength and health 

If the participants lack the necessary resou~ces or education, it may still be possible 
to undertake the project. In this case, the project activities would include 
arrangements to provide the necessary training or access to resources. 

6.3.2 Profltablllty of Actlvltlea 

Is there a market that can absorb the products at a profitable 
priu? 

How will the product reach the market? 

Is there an adequate supply of raw material at reasonable 
prices? 

What net profits will remain after deductions are made for a6ts  
such as subsidized transport and depredation of equipment, as 
well as those that may be needed to expand the enterprise? 

The answers to these and other questions should be included in a bursines6 plan that 
outlines projected inoome and related axts. Because projections arc: very difficult, it 
is best to underestimate income and overestimate costs. Tbfs conservative approach 
is likely to produce more realistic and accurate predidons. 

If these questions are not addressed during the project design, it Is highly unlikely 
that the activity will result in increased incomes in tbe long term. A useful way to 
approach the analysis is to identify reasons why the enterprisetisc is not a h d y  in 
operation. 

Increasing the supply of timber in a rural area, for example, may rapidly result in a 
glutted local market and falling prices. 'Ransportation costs may prohibit access to 



more distant markets at competitive prices. If there problem are anticipated in 
advance, a variety of solutions are pouible, One p l b l l i t y  ir producing a range of 
products, some suitable for the Ilocal market, and others whlch are Ughter, higher 
value items, for sale In more dlrtant markets. Advance planning ir critical, however, 
ati a venture can easily fail before remedial action can be taken. 

Similarly, raw materials may be available at r c ~ s ~ n a b l e  p n e s  before project startup. 
However, the activity may stretch supplies and result in higher prices. Here also, the 
proje~t may necd to include activities that assure the availability of'aupply. 

It should be noted that these constraints reprwnt  forword and backward linkages 
from investments which can result in further p i b l l i t l e s  for gainful employment. 
With adequate planning, potential muroes of hilure can be turned into 
opponunitics for income-generating possibilities. 

finally, it is also critical that planners distinguish between profits and net profits. 
What portion of profits must be reinvested to maintain the enterprise, including 
replacement of all equipment? Investments may be needed to replace capital goods 
or equipment, or to expand into new activities. Is the remainder sufficient to 
warrant participant involvc~i~cnt in the activity? 

6.3.3 Control r n d  Dlaporltlon of Incrmrred Income 

Key Factors To Consider 

What will happen to income if the project does not try to 
influence how people will use it? 

Who controls the income? 

within the enterprise 
within the family 

What portion of income wlll be consumcd and what portion 
invested? 

The answers to these questions are critical to ensuring that projects achieve their 
objectives. Discussions of the questiorrs with representative of local groups and with 
the intended participants during planning and project startup can create 8 better 
environmenr for project implementation. Tbe information is also useful in 
sharpening the choice of income-generating activities and identifying needed project 
components. 

It is possible that the project need do nothing about the control and disposition of 
income from the enterprises. Selecting who participates and the type of activities to 
implement may be sufficient to ensure the income reaches the target p u p .  



In many socictlca, howcver, traditional leaders may control the Income from group 
entcrprlscs unless s p l a l  arrangements are made, In these sltuatlons, training is 
needed to enhance the competence of other partidpnu. 'krlning may be required 
In managing cooperative enterprises. Alternathrcly, it may ba nccerssry to enlploy 
profcsslonal managers. 

The partldpants will need to be informed also of the minimum amounts required for 
reinvestment, the options for using the funds, and the impact of different leveh of 
reinvestment on future imprwements in income. 'his training may need to inclrrde 
managing personal as well as businas Income. 

Key Factom To Consider 

I What resources are needed to overcome constraints to 
implementation? How can they be provided? 

What type and quantity of fsod commodities are needed, and for 
how long to achieve emcient motivation of participants? 

Hor, ag will resources be needed to 8chicvt surtaimbility of 
the cntetprise? 

A critical design issue for income generation projects is the provision of suffldent 
resources for successful activities while retaining local inhiative and commitment to 
the enterprise. In relation to specification of rations, the issues of using food for 
income transfer and incentive payments are pvnicularly important. (S# the 
discussion in chapter 3, Step 3. Radon Specification.) 

Long-term income generation activities require resources which d;e in short supply 
in developing countries. Technical and financial expertise, capital funds, training, 
and materials are all generally required. Food may substitute for r portion of the 
cash requirements, but it is not sufficient for successful implementation of activities. 
Agencies that primarily have a food resource milable will have to develop 
partnerships with local gwernment bodies, local NOOs, and bilateral or multilateral 
donors to assure inputs of needed resources. 

A long-term commitment of resources is generally required for these projects. 
However, resources should not be supplied for too long as it can stifle local 
initiative. Project designers should tailor the schedule of inputs to the miaimurn 
required for project sustainability 

The rime period required will depend heavily on the nature and ownership of the 
enterprise. Farmers establishing private woodlots or rubber tree plantations' may 
need an incenaive for only 2 to 3 years. By then, it is apparent the trees will survive 



even though it will bc sevcral more yean beforc the trccs a n  bc cxploitcd. 
Altcrnativcly, a oommunity-owncd trcc nuncry may need rupport for 7 or 8 yars 
beforc its rovcnucr will & sumdent to rumin the enterprise. Tbc appropri~tc 
balance between individual and comrnuniry ,mnterprlrr, b oflen 8 key h u e  In project 
design. 

6.3.5 Twhnlcal and Manrgemmt Caprolty for $ucc.uful Project 
Implementdlon 

I Are pemnnel available to 

prepare economic feasibil'ty studies? 
assess loan applications? 

e keep financial rccords? 
provide appropriate staffing of the enterprise? 

If these personnel are not currently available, can others be 
trained to carry out these tasks? 

Docs the project haw the capacity to provide nsaasary 
technical assistance throughout all phases of implementation 
given that technical skill requirements may change? 

Technical and management personnel are 8 critical input in long-term income 
generation projects. The factors identified above should be considered &s the prolect 
design evolves. The availability of personnel should be ascsscd and arrangements 
made either to use the personnel of existing organhtions, or to include individuals 
with the necessary skilL on the project staff. 

6.3.6 Provlding Invertment Roaourcm ra  r Loan or amnt 

Key Factors To Consider 

How poor is the target group? 

How long will it be before 8 profit b rmlitsd? 

Is the project a short-term or a long-term rctfvlty? 

Can loans be administerecl effldently? 

Does the donor wish to recover funds for use elsewhere? 



As a gcncral rule, providing invedtmcnt capital on a loan bulr ir a good way of 
ensurlng that partidpanu are fully committd and that flnandal feulbility will bc 
atablbshcd tor an actlvlty. Orants do not prepare people b r  operating in a normal 
businem cnvlronment. 

However, there are several other factors to consider when dadding whether to 
provide investment funds os a loan or a grant. Tbesc focton are also indicators that 
will facilitate preparation of a timetable for wavcrting &om grant to loan funding. 

A very imponant iactor is the poverty of the target group. U the panidpanu are very 
poor, risk aversion behavior may be so rtrong that only the more prosperous will 
participate on a loan basis. In these situations, participants may have to receive grant 
assistance at least for an initial period. This will provide an opportunity for the 
activity to demonstrate its viability. Later expandons of the activity may be on a loan 
basis. 

Loans are more acceptable when the return on m inveetment is expected in a 
relatively shon period sf time. If it will be several .years before a return, grants may 
be needed to encourage participa\nts to start. Conversion to loans m3y be possible 
for the expansion of the activity once it is off l e  ground. Urlier profitable 
experience in a neighboring area con facilitate willingness to make loan 
commitments. 

When grants are given, it is important that partidpanu understand the need to 
amortize cocv of any capital items purchased. Failure to rccumulate funds for 
replacement of these items means that a new grant will bccome neceosary or the 
business may fail. Preparing the bwiness for independent, pmfltable, and 
unsubsidized operation is a key aspect of proj- design for income-generation 
activities. 

Other factors to consider relate to the nature of the project. h a  take time to set 
up and require personnel for administration. Making loans can be more expensive 
than providing grants, especially if the actMty (or the project's involvement in the 
activity) is shon term. However, if the donor organization intends to undertoke 
similar activities over the long term, and wishes to recaver hnds  for use elsewhere, 
the investment in loan management and persome1 my be justifled The equation is 
changed, also, if local financial institutions am present that can administer the loans. 



7. CHILD SURVIVAL 

7.1 INTRODUCTION 

CHILD S?JRVIVAL PROJECN USING A FOOD AID 
RESQURCE 

Child survival projects focus on the most vulnerable groups, 
pregnant and lactating women, and children under 3 years of 
age. The main approaches used to imprwe the situation of 
these gr'oups are-  

increasing coverage of the target poi dation with proven 
interventions, especially oral rehydration therapy (OR?, 
immtmizooions, birth spacing, and focused nutrition 
activi lies, including growth monitoring, supplementary 
feeding, and nutrition education 

impmvfng food security at the housebold levcl 

enhancing the status of women and tbeir capadty to earn 
income 

using Project Food Aid in a variety of ways to  address critical 
wnstraintr: 

- to provide a nutrition supplemcnt for high-risk family 
members - to supplement household food availability as a motivation 
for mothers (households) to partidpate in &ild survival 
activities - as a wage element for infrastructure construction to 
increase accessibility of healtb services (clinics, water 
and sanitation facilities, etc) - as an incentfve for training - as a motivation for female literacy training - creating income-generating activities, particularly those for 
women - for monethttou to provide cssh for other needed activities 
or materials 



Reduclng mortality and improving the health and nutritional status of women, 
infants, and young children aro ancntial for swcaincd davalopment, These 
conditions are a h  desired outcomes of dmlopment acthrltler. MaternaUchlld 
health feeding programs provide food supplements to brldgc sutrltionol gaps In the 
diets of pregnant and nurdng women and children under age 6. Ofien th- efforls 
are undermined by problem ~ u c h  as w e r e  food sborta#es for the entire household, 
childhood diseases interfering with growth and u t ~ l o n  of food, o r  the fallure to 
:each Infanu in their crltical first years of Ilfc. These constraints are now being 
addressed through the use of food resources in programs that have a more 
permanent etrect. 

Child sunrival b a priority dlcvelopment problem when malnutrition and child 
mortality rates are already high and in situations where malnutrition and child 
mortality are increasing. The problem analysls phase should include a detailcxl 
description of the food, nutrition, and child mortaliy situation and the major factors 
contributing to the problems. Questions to consider include the following. 

What geographic regions are most affected by food shortaga, malnutrition, and 
high or increasing mortality rates? What population groups are most seriously 
affected, e.g., urban slum dwellers, landless laborers, plantation workers? 

What are seasonal patterns ,of malnutrition, food availability, and death rates? 
Are the patterns of these factors related? 

Is there evidence of a high prevalence of low birth weight, and to what extent are 
maternallprenatal factors involved? 

What are the major associated conditions and causal factors in growth failure and 
child mortality? Do contributing factors include household food insecurity; low 
access to prenatal care/immuniution/ORT/growth rnonitoringjnutrition educa- 
tion? 

Are there harmful practices that may contribute to child malnutrition and 
mortality? 

What are the socioeconomic characteristics of households with most frequent 
food shortages, high malnutrition and death rates, and low partidpation in health 
services? 

This information is critical to establishing project objectives and will assist in 
planning activities that are tailored to Ute spedfic situation in the community o r  
country. The data will further provide a basis for targeting resources to the high risk 
areas. 

Section 7.2 describes potential project activities, providing an ovendew of the kinds 
of activities that may be included in projects, and the ways in whicb the food resource 
can be used in the activities. Section 7.3 reviews the speci6c project design issues of 
child survlval projects. 



7.2 PROJECT ACTIVITIES 

The core activity of chlld rurvlval projects fs ensurlng full cowrage of the target 
population with a set of proven interventiom. The ambination of interventions 
chosen may be determined by the expertise of the implementing agency, the nature 
of priority problems in the population, and/or gaps in d a t i n g  services. 
lntcrventions include: 

rn immunizations against childhood d i m s a  

rn oral rehydratior therapy 

a focused nutrition package, including education, growth monitoring, and 
supplementary feeding 

r child spacing 

Agencies using food resour- in a child survival program m y  enlist one or  a 
combination of activities, such as community motivation and mobilization; 
education of mothers regarding home-based activities such as ORT m d  infant 
f~xding practices; training volunteers and health outreach staff; provision of sup- 
plies and materials such as vacciaes/oral mhydmtion solution (0RS)Igrowth 
chartstweighing scales/food supplements; supelvision and technical assistance; 
program management; and needs assessments/ monitoring and evaluation, along 
with prevention of and recuperation from malnutrition. 

These interventions are emphasized in child survival due to their effectivenwl In 
addressing the problem. Other activities can supplement the herventions and 
enhance their achievements and sustainability. ?hese include: 

Building health infrastructure and waterhanitrrtion facilities. 

Activities that enhance the status of and toonomic capacity of women, as 
increases in women's incomes and knowledge are highly correlated with 
improvements in child survival rates. A wide variety of activities can be 
supported, including female litwacy training, agricultural ejrtehtion, and other 
income-generating projects for women. Home gardening, cottage industries, 
food processing, and marketing are particularly effective 

Activities to increase food security at the household level. ThLs may be tackled in 
many different ways, depending on the drcumstanar of the uerr. Inaeasing 
production and availability of food throughout the year through horticulture, 
home/community prdens, intempping,  m d  food prrscrvrtion; 
increasingbtabilidng market availabilities (q, through food banks); increasing 
effective demand through increasing income. In emergencies short-tmn food 
shortages can be dealt with through direct distribution of bod through health 
Ld!!!!cs and other outlets. See section 72.2. 



If household f d  insecurity is a primary connlnint, income-generalin8 projects may 
be an even more eIImlve intervention than chlld survival activitica. See chapter 6 
for details. While auch 8 program b getting underway, health fadlitica and other 
in~titutions can be uacd t o  distribute food wmmoditiui to mcre ly  affected 
households, as a short-term measure. 

The foliowing sections identify the wrys in which the food rerource can be uocd to  
support project activities directed to increasing child survjval. Food alone is not 
suffrcknt for a chlld survival acdvtry. The rvrrllabllity and quatlty of the other 
resources n d c d  to  carry out the "Intenendons darcrlbad above are cnltical t o  
project success. This includes mined personnel t o  supervlr;e raMticr  and 
administer immunizations, ORT, and growth monitoring; supplier; m d  technical 
assistance. 

The following is not a catalog of all possible activities, but is intended as a starting 
point for project designers. The specific activity or activiria included in a project 
should be tailored to the individual circumstances in the country, using the process 
set out in chapters 2 and 3. 

7.2.1 Food To Pravonl Serlour Mdnutrltion 

Food can supply a source of missing calories and nutrients. A nutrition supplemnt 
provided to reproductive age women and ch~ldren up to  3 years of age in conjunction 
with prenatal care and child survival interventions prevents malnutrition and 
infantlchild mortality. Food can be used to  prevent serious malnutrition in at-risk 
children as well as recuperate those who already are malnourished. Food can also be 
used during the convalescent period, when children arc r&covcring from an illness 
and need increased nourishment for catch-up growth. 

The categories of individuals who may benefit from a nutrition supplement include 

0 adolescent girls 

pregnant women 

lactating women 

at-risk children ages 6 months to  3 years 

seriously malnourished children 

childrer recovering from illness and/or post diarrhea 

'Zbe food ~ ~ u r o e  may be provided thror@ tree food distributions for on-siu feeding 
(at a center providing child survival services, for example), u fuke-lcamc mnibnt, o r  8s 
ail ingredient in processed foods marketed mmmetdrlly (sukidized far low Income 
families) o r  distributed bee. In both cases, assuring hmmaual consumption of the 
ration is critical for achieving nutritional impact. Supplemertary food is  often 



rubstilutod for something previously fed to the child, or shared with other family 
members, unless the project hcludcr ouru;auhl eduation and motivation efforts 
addrcacd to encouraging incremental cansumption. 

7.2.2 Food To Expand Chlld Survhrrl Cworaga 

A direct form of motivation is to provide food rations when mothers bring their 
children to centers providing child survival services. Evidence from a number of 

, countries indicates this Im; an effective way of increasing participation rates in the 
short term while the food resource Is available for dbtributlon. T h b  provlda an 
opportunity to demonstrate the benefits of panidpation ia child survival activities, 
thus increasing the possibility that women will continue coming after distribution 
ceases. 

Food serves as a motivator to ancouragc participation. Food may act as 
compensation for transporlation cosu and lost income due to time spent attending 
clinics and education activities, and as an income transfer to poor households during 
severe shortages. 

7.2.3 Food tor Child Survlval Workerr 

Food rations can be used as an incentive for volunteer workers delivering child 
survival services. Exanlples are individuals providing growth monitoring services 
and those promoting I ;:.ti ,~nizations or  child spacing. In tbb case also, the workers 
may be invol XJ in spectfic child survival projects, or in projects with other primary 
purposes. An a m p l e  of the latter situation b the inclusion of a post for an 
individual to provide these serviced on the roster of worken In a food wage activity. 

7.2.4 Food for Community Mothratlon 

A food incentive can be provided to communities to motivate them to establish a 
community-based organization and site for child survival services. For ezample, food 
that will serve as the basis for a village-managed food security stock my be provided 
as an incentive to establish child survival senrices. 

The food can be delivered in tranches following completion of specific aahrltles, or  a 
grant/loan of mone!izcd food funds may provide seed monies to  start up a program. 
Communities can create a range of services from day care for young children, ORT 
and growth monitoring groups, women's skills training activities, women's marketing 
and f w d  processing oooperatives, to  village-based rehabilitation of severely 
malnourished children. 

Food can also act as an incentive to increase child survival sewices in projects 
organized for other development purpose. An example is a oonsvuction project 
using a food wage in which women ue enwunged to bring their children to the 
work site periodically for immunization, growth monitorl and the Ulte. 



Education for women on such topica ra OHT and birth s p d n g  cnn alro be provided. 
Women typically will not walk lon& dbtanccs or pay for them typa of pravcntive 
services. Whether incentives wlll be needed In addition to the awllabillty of scrvlccs 
at the site depends on Individual clrcumrtanca ruch w the dll'flculty involved In 
bringing children to the site. If an incentive is needed, women may rcceive additional 
compensation or paid time off hom work to panidpate in tbc activities. 

7.2.6 Food To Enhrncr  Food Srcurlty mt t h r  Houuhold  LovJ 

Activities that improve the long-term food oecurlty of households by incrcasbg the 
quantity and quality of food avaPlable and assuring a aupply of sumdent food 
throughout the year can help in meeting an essential condition for improving child 
sundval. Thesc include food grain, livestock, and cash crop production actMties and 
other income-generating activities (see chapter 6). 

Take-home rations distributed at child survival centers or at nearby projects using a 
food wage are a short-term measure while longer term programs are getting 
underway, or during periods of sudden shortage. These may be supplied each time a 
mother visits a health facility or at a work aite at time. of the year when supplies are 
low, e.g., pre-harvest. Even though these rations may be shared by the family, 
additions to the overall family food supply helps ensure that mothers end children 
receive more food too. Larger food rations during hungry seasons can be 
particularly important to prevent an increase in malnutrition and death. 

Food banks can be created in villages, providing a location for post-harvest storage 
of crops (thus avoiding sales 8,t low prices during a period of glut). The food can be 
placed in the banks and withdrawn later in the year, and fees levied to cover 
management and administration. 

A different arrangeaent is when food, is sold to the food bank and purchased back 
later at a price that reflects the purchase costs plus npemcs rather than current 
market prices. A stock of food to supplement village commodities may be provided 
as an incentive to establish the food bank. Monetized food can be used to build 
storage facilities or to start a revolving fund for recurrent costs. 

Projects where a food wage b provided can target food defidt houbeholds for 
inclusion in their employment activities, thus increasing effective demand in 
households that would otherwise lack the resource to meet their food needs. Tbe 
food resource helps to meet immediate needs. In addition, when the project creates 
the potential for long-term income generation, it will help assure future food 
security. 

7.2.6 Food for Income 0' ~eratlon tor Women 

Income generation activities targeted spaciacally to women can belp sustain child 
survival projec~s and their benefidal impacts over the long ten. 'Ihere is 
considerable evidence that nutritional statm improves when there a r t  increases in 



the income that women control themselves. These activitiw a n  also serve as a 
location for providing child survival services and cducutlon activities. 

Chapter 6 discussed the variety of activities that can be organized. 'rhese should be 
selected and structured to ensure that a permanent stream ofwomen'6 net income is 
created. 

7.2.7 Food for Infr~otructure Crmrtlon 

A variety of development infrastructure will support child s u w h l  activities. A food 
wage or food incentive can be used to facilitate the construction efforts. 

The following are examples of the types of infrastructure that may be considered. 

0 service delivery structures such as clinics, community-based centers, female 
literacy classrooms, and skills training anters 

water and sanitation facilities such as safe water structures, latrines, and sanitary 
food storage and processing facilities 

0 appropriate technology related to child survival such as mud rtwes for boiling 
watm 

7.2.8 Fwd for Trrlnlng 

Food can support training efforts in a variety of ways. It can be used as a component 
of the remuneration for trainers or as an incentive to participants attending training 
programs. It can also be used to provide meals at training sites. 

Raining is an essential component of child survival activities. Training Ls needed to 
upgrade the skills of adolescent girls and mothers as well as service providers. 

Training for adolescent girls and mothers that wW have a beneficial impact on child 
suwival include: literacy training and skills training for economic benefit (marketable 
skills). In addition, training can increase knowledge and application of the mre 
interventions, that is use of ORT, immunization, birth spacing, and the like. 

Training for hea!th workers, including family planning specialists, is required for 
individuals providing traditional services (e.g., traditional birth attendants) 8s well as 
modern sector workers. Skills training is needed in the methods of providing quality 
services both in clinics and through outreach programs. 

Training activities can also serve as a m-ns of increasing the mmpctence and status 
of village workers who arc often volunteen or rcccive token remuneration. Other 
individuals who a n  knefit from mining are child care providers such as paid 
babysitters. 



7.3 PROJECT DESIGN ISSUES 

The issues discused in this section are project design hues specific to child survival 
projects. They should be used In the design process to supplement the general issues 
of design and implementation dibcussed in chapter 3. 

7.3.1 Idontlflcrtlon of Project Compo~nk  

Key F r t w r  To Conslder 

What child survival activities are already underway In the area? 

Are there established f d i n g  programs? 

Is there serious malnutrition? Can food aid assist in combating 
the problem? If so, what should be the role of food aid? 

Should food be used as an incentive for partidpation in child 
survival activities? 

The components to include in a child survival project will depend on the situation in 
the local area and the activities that are already undenvay. Once project objectives 
are established, specific project wrnponents, staff resources, and technical wistance 
requirements can be identified. It is assumed that r food needs assessment was 
carried out which indicated that food aid was an appropriate resource to use in the 
area. problem for the project designers is to determine the best use for the food 
and to identify the total package of activities to include in ahe project. 

In areas where there is already an established feeding activity, the impact of that 
activity can be increased significantly when other child survival services are added. 
The planners should begin by reviewing the uses made of the food to determine 
whether these are appropriate or whether to redirect the food to other uses. In 
addition, project management should determine if it is feasible and cost effective to 
add the other important services directly to the feeding activity or whether the 
activity managers should act as facilitators to help their target mmmunities gain 
access to sc..Wxs provided by other Mastructures. The quesrons to be considered 
include the following: 

What other sewices are critical for increasing child sunha1 of target groups? For 
example, ORT, immunizations, nuvition education. 

What additional services can tbt existing f d h g  iaaastruaurc deriver, what 
additional staff, technical assistance, and mouroes would be needed? What other 
infrastructure are available to deliver child sunmnl servias? 



0 What role should the program ploy-given its p r m n t  capacity, ovallability of 
other service provitlcrs, and costs of alternatives, e.g., provider of rervicea, 
community mobilization? 

In areas where malnutrition Is high and acoeas to proper food L low, aupplcmentary 
feeding along with growth monitoring and nutrl1ion education a n  increase the 
impact of other child survival services. The designen should determine the need for 
food to address the problem and the role of food aid. The following factors should 
be considered. 

What are major causes of malnutrition by target group, e.&, late waning, short 
duration lactation, lack of protein sources for weaning foods, taboos that inhibit 
optimum food consumption for pregnant women? 

Is food a~~ilabil i ty a major problem for the at-risk groups and the household? 
Can supplementary feeding be used to ffU calorie/protein deficits for at-risk 
groups or for the household? 

What actions need to be taken by households to prevent malnutrition? What are 
the real constraints to implementing the measures-lack of income, food supply, 
e t c?  

What specific interventions are needed to reduce malnutrition, e.&, development 
of n weaning food, growth monitoring? 

Should the supplementary feeding activity be directly integrated with the child 
sunival interventions because of targeting, referral, and supervision needs? Or 
should food be given through food-wage activities operating nearby? 

In cases where project designers plan to use food as an i n a n t h e  for participation in 
child survival activities, the following factors should be considered. 

Will demand for the child survival seavices be reduced when and if the food 
resource is no longer available? 

What mechanisms can be built into the project to ensure that food cmn be phased 
out without reducing demand for other services? 

If food is used as an incentive for training o r  8s a component of wages for 
workers, what other user fees o r  resources can be used in the future? 
Alternatively, what strategy can be created to make incentives umccessary, such 
as making the benefits of child survival more visible to  tbe community? 



7.3.2 Enaurlng Adequate Coverage of the  Tmrg.1 Oroup 

Key F~ctorm To Coarlder 

Who Is the urget group of the project? Sped@ ages, location 
(rurcllhrban), households or Individuals, pregnant women, 
seriously malnourished children, etc. 

How large Is the target group? In addition to all newborn 
children and children up to age 3, all fathers, mothers, and cnild- 
care providers should be included as they are the targets of 
education activities. 

What are the characteristics of the target group, e.g., daily 
schedule, resources, constraints? 

What impact will the characteristics of the target group have on 
project implementation decisions such as 

project sites 
timing and frequency of activities 
resourcesused 

The objective of child survival projects is to increase the probability that children 
survive until the age of 3. All newborn children in an area should be entitled to 
receive child survival services, as the highest number of child deaths occur in the first 
year of life. Children wi;l need to be fallowed for 3 years to e n m e  continued 
protection from killing diseases and malnutrition. 

However, the target group of project activities is not restricted t c  children under 3 
years old, but includes also those individuals whose situation and actions have an 
impact on early child nundval. Their mothers and families are primary target group. 

The problem analysis should create a clear understanding of the facton contributing 
to malnutrition and early child deaths. (See questions raised in section 7.1). These 
data can be used to identify who necds to be reached with what resources, and when. 

Since child mortality and its predisposing conditions of growth faltering and 
frequent disease occur during the first 2 years of life (or in utero due to maternal 
factors), child survival projects need a reliable mechanism for reaching chilLen at or 
shortly after birth. 

Child survival awerage targets are generally set at 80 percent of oll children (under 
age 1 for completing the full series of immunbtiom, under age 2 for effective ORT 
use during diarrhea episodes, and under age 3 for appropriate feeding practices and 



adquate growth). Pregnant women should be targeted for tetarnw toxoid 
immunhtion, prenatal care, and supplementary foeding if they are undcnueight. 

Once a geographic region ia Mentifled, it b darlnble to conduct 8 crcnsua or 
enumeration of all households in the area to identii) howebolds with children under 
3 and pregnant women. In very large areas, a census m y  not be praaiable. In thcec 
cases a sample survey can be used to provide an idea of the numbers involved. 

. It is most important that a system be developed to enroll all n-m and newly 
pregnant women on a continuing besls. Project monitoring will include lndicatotr for 
~neasuring the wcotss of the enrollment maem. 

During project design and after servlces delivery get underway, qualitathrc: research 
may be conducted to refine activities based on a better understanding of constraints 
faced by enrolled groups in achieving desired participation rater. Prevalent customs 
and beliefs, resources available to implement recommended fetding,child care 
behaviors, dependence on traditional healers, women's working patterns, seasonal 
availirbilities of food and income, transprtation/communimtion gaps, and distance 
from services may obstruct demand or participation. To achieve adquate coverage 
these constraints will need to be addressed. 

Ensuring full participation of newborns and pregnant women has proved to be a 
particular problem in d t i n g  child survival activities. Spedal strategies, including 
outreach, timing, and promotion of service use will have to be worked out carefully 
to ensure complete participation of these imporunt target groups. 

7.3.3 Qurllty of Child Survhrrl Senrlclsr 

Projects utilizing food resources may 'be the infrastructure to deliver the child 
suavival interventions or may be the interface between service providers and the 
community. In the latter, the project plays the role of community 
motivationlpanicipation enhancer and educstion/mmmuniation linkage. In either 
situation, project design would include assessment of supply side issues regarding the 
continuity and quality of child survival services and their adequacy in meeting 
demand. 

Project impact will be undermined if the quality of services is inadequate and the 
services availability erratic Monitoring indicators would include measurement of 
critical supply elements. Clreful coordination and collaboration/joint programming 
with .experienced child survival services delivery entities in the area may be very 
useful, at least initially, to ensure the availability of services. 



Key Factom To Conridor 

I What is the skill and motlvatlon level of rupervlronr and 
personnel delivering the wrvica? I How reliable are suppllcl of allical materials? 

Are behavior modificatiou strategia booad on rodal marketing 
principles? 

Do the proposed protocols m e t  international rtandards and 
national policy guidelines? 

Is there an effective referral system for merely malnourished 
children, dehydrated children, complications of pregnancy, and 
obstructed labor? 

Will food management make heavy demands on the time of 
health workers? How can these problems be minimazed? 

In some instances, the addition of food resources means additional management 
responsibilities. Overburdening key services delivery staff and systems will need to be 
avoided, and the role of the food resource carefully determined to minimize the 
management burden. Experienced food logistics/management agendes in the area 
and technical assistance may be an important resource to set up streamlined food 
management activities. 

7.3.4 Commodity SpecWlcrtfon and Uomge 

Key Factom To Consider 

Is the use of iW for nuvitional impad or income transfer or a 
combination of the two purposes? 

What total calorie and nutrient density is required? This is 
especially critical if food is to be w i d  for seriously malnourished 
children or after episodes of diarrhea. 

What sanitary facilities are needed for preparation and faeding 
af the commodities? Are the facilities milable? 

Food commodity specificatio~n and usage is a ait ial  issue in child survival projects, 
given the special nutrition sitmtion of young children and the seriousness of the 
medical problems assodated with child survivrt Planners are referrad to the 
Cornmod@ Rcfmne Guidc, which oontains information on all aspects of .food 
specification and usage for maten~alhhild health activities. 



Key ~ n c t m  TO CmrMer I 
What monitorlng/cffldency indicators should be crtabllrhod for 
thc project? 

Whs: population coverap indlcaton are appropriate for the 
project ? 

Indicators and information yterns to wllact, store, analyze, and interpret 
information should be individually tailorcd to the project, given m u r c c l l  rod needs. 
'Phc following are examples of frequently used m d  ~ m m e n d c d  indimtors. 

Project MonitoringlEfficiency itulicators 

proportion of centers with adquate staff 

proportion of workers trained 

proportion of sewice delivery personnel with adequate skill leveb 

proportion of centers with adquate  supplies 

houser,d?,d enumeration and continuous enrollment system in place 

proportion of mothers given educationllrainin@cou~eUng 

number of ORS packets distributed 

number of vaccines administered 

num-wr of growth charts distributed 

Population-Bared Indicators of Roject Effcctivorws 

proportion of children under age 1 with full immunizatfon coverage 

proponion of diarrheal episodes in children under age 2 wbere 0RTwrr used 

proportiou of children enrolled in growlh monitoring by 6 months of age 

proportbn of children under 3 weighed at last four times in the part yeu 

proportion of children 12 to 23 months of age with adquate  weight for age 



proportion of children under 1 with upproprtrto Infant feeding practlcee 
(exclu~ive breast foaling up to 4 monrhr, rdditlon of sdqua te  wmning foods by 6 
months, and continued breast l d l n g  up to 1 year) 

Kay FIclcQla To Y=sorlder 

Whal will occur when p r o j u  interventiom conclude? Will 
ncedcd servlcef be available? 

Can =r fees bc amblished oo fund rerviots? 

Will volunteers continue to operate? 

Will thc target group be motivated to continue new practices? 

Are there easily substituted commodities available from local 
sources lo replace food aid commodities? 

How can a schedule be established for phaseout, including the 
preparation of plans for the responsible transfer of skills and 
resources to local sources? 

Should one activity be concluded and a follow-on activity 
established? For arample, concluding fcmale training and 
establishing income generation activities. 

Sustainability it an issue with at least two levels. First, will child survival services 
continue to be available to the target population? Second, f i l l  the target population 
continue the desire1 behaviorrl and participation, m d  can immunization fates, 
effective ORT use rates, child growth rates, and mortality rates be maintained afier 
the food resource is no longer available? 

Strengthening of howhotd  and community resources andl Mnkagcs with other 
services delivcry agenda  are mechanisms that n d  to be built into project design so 
that substitutes for the food resources can become milable  or unnecessary within 
the project completion schedule. 

Establishment of w r  fees for services should be oonsibercd. If these are established 
while project resources are available, they an be ustd to establish a revolving fund 
to continue to pay honoraria and purchase n&ed mtcri8ls. 



If food distribution from maternalbhild health centers Is used to achieve high 
participation, the effectiveness of the s e ~ c e s  delivered during the life of the project 
will need to be visible and convincing enough to continue drawing high panidpation 
after project wmpletion. Project activities such as g r m h  monitoring can help 
make the beneficial impacts of the interventions more visible to communities and 
mothers. 



8. ENHANCING PRIMARY EDUCATION 

8.1 INTRODUCTION 

Increased literacy is a priority goal for more annd more developing countries. 
Education plans emphasize creating resources that contribute to the upgrading and 
expansion of primary education. In this wnkxt, planners are ~cclcing to integrate 
food aid with other inputs to increase the effectiveness and efficiency of the school 
system. 

ENHANCING PRIMARY EDUCATION USING A FOOD AID 
RESOURCE 

The objectives of these projm are to increase the quality, 
relevance, and efficiency of primary education, and to inmase 
the enrollment and attendance of the poor. ' h e  principal 
means used to achieve these objectives are- 

targeting strategies directed to the poorest and worst served 
areas, or to schools with a high percentage of poor children 

increasing educational resources of the schwls in quantity 
and quality, especially resources needed for practical 
education in basic life skills 

creating local capacity to manage school activities, including 
food programs, during and after project interventions 

Food resources contribute in any of the lbllowing ways: 

reducing economic costs of sending children to school for 
poor families 
providing energy inputs to young children 

8 increasing cognitive ability 
providing remuneration for fabor and infmsuuaure 
providing incentives for teacher training 
creating funds for the purchase of other rcsourcts through 
monetization of food 



In this context, food is only one resource that must be supplemented with other 
resources. Projects are also not independent activities, but are integrated into 
overall education planning for the country. Project planners should establish what 
activities have the highest priority in achieving the objectives of enhancing the 
quality, relevance, and efficiency of primary education, and design or redesign the 
projects accordingly. 

Whether the design is for a new or adsting project, the problem analysis should 
establish whether there is 3 need for food, and if so, what is the most effectivc use of 
food. Examples of questions to consider are: 

Which problems of the education system require priority attention (e.g., poor 
pass rates, high levels of retention in grade, absenteeism, low attendance rates 
for poor children and females, early withdrawal of female children)? 

0 Which resources would have the greatest impact on the problems (e.g., classroom 
space, water, implementation of new curricula, better trained teachers, fenced 
gardens to provide practical learning experiences, provision of a meal at school)? 

0 If a school meal is already provided or under consideration, is there a strong local 
interest in school meals and a commitment on the pan of government or 
community groups to provide meals with local resources after food aid stops? 
Can school meals prpvide a basis for improving linkages between schools and 
their local communities? 

Could the interest in school meals make a contribution to implementing a more 
relevant curriculum, using the provision of resources for school meals and their 
preparation as a basis for practical instruction? 

Where feeding projects are underway, project designers may have existing data 
available to determine whether school meals are addressing problems, and how they 
compare with other types of interventions. Alternatively, participant research or 
focus groups, combined with inputs from the design group, can be used to find 
answers to the questions. 

Section 8.2 provides examples of possible project activities to enhance primary 
education. Section 8.3 considers the issues of designing these projects. 

8,2 PROJECT ACTIVITIES 

There is a considerable variety of potential project activities to enhance primary 
education. A particular combination of uctivities is rmmmended for redesigned or 
nlew projects involving school rials. This approach Is discussed in section 8.21. 



When food is used to provide meals, the food either serves as a nutrition supplement 
or as an income transfer that helps to offset the costs of education, or it has a 
combination of these two effr~z. The implications for the design of school meals 
activities of these two different purposes are discussed in section 8.22 

Other activities for enhancing primary education that can be supported with a food 
resource are discussed in sections 8.23 through 8.25. lhis listing is not Intended to 
serve as a catalog of all possible activities, but as a stadng point for project 
designers. The activity or mix of activities selected for use in a specific project 
should be tailored to individual circumstances using the process set out in chapters 2 
and 3. 

8.2.1 Redeslgnod or New ProJecta lnvohrln~ School Meal8 

Many existing school feeding programs h~ve  been in operation for 10 years or 
longer. Parents expect the activity will oontinue, and donors are reluctant to remove 
the resource from young children. However, as new schools are added, often in 
poorer and more remote areas, and school populations increase, the management 
problems and costs of the activity escalate. 

Planning and management of school feeding activities are often almost totally 
outside the control of local communities and school staffs. The school system and 
the community may depend on external sources for the food and for menu planning, 
procurement and transportation, storage, cooking facilities, and utensils. Effective 
and sustainable school feeding projects require that this dependence be reduced by 
training school and community workers and by helping the ammunity and the 
school to provide local commodities and orher necessities for themselves. 

The sponsors of programs generally have limited personnel who are burdened with 
the management and logistics problems involved in moving commodities to large 
numbers of schools (often in the thousands), many of which are difficult to reach. 
These agencies cannot provide all the personnel and resources needed to create 
independent capacity within communities. 

Project redesigns must face these problems and devise means of solving them. New 
project activities should be designed from their inception to address these 
constraints. The following set of activities is suggested as a possible approach. 

S'cifLing objectivc~. The planners must consider the needs in the country and 
specify the objectives of the activity. For example, is it to increase enrollment in 
poor rural areas, to address nutritional problems, to increase the quality of 



education, to increase attendance of girls, or a combination of thcse objectives? 
The outcome of this review will assist in establishing the targeting strategy and 
decision concerning components to include in the project. 

Establishing a tatgering srrategy. The design group must agree on criteria for 
including schools in the project (based on the problem analysis and established 
objectives for the project) and a phaseout schedule for support with external 
commodities. The time line may be long--10 to IS years for very remote and 
poor areas. However, all partners, including local communities, must a$ee that 
the project will ultimately operate with national resources. 

Creating local maMgement capaciy. The local management structure will depend 
on the preferences of individual communities. It will most likely involve a 
committee with representation from the school, parents, and the community to 
prepare plans, and personnel at the school (teachers, paid staff, parent 
volunteers, etc.) to implement the activity. The project may need to provide 
assistance in organizing the committees, and training for committee members 
and implementers. The committee will decide on issues such as: 

- Menu planning. The community may decide to provide different or less 
elaborate meals when local resources are used. 

- Organizing the procurement of resources. These include commodities, fuel, 
water, personnel for food preparation, etc. Pan of the needed resources may 
be provided by school activities, although the major portion will have to 
come from other sources. 

- Identifying funding sources. Parental contributiom (in cash or in kind) will 
most likely be a major source of inputs, and other sources--local community, 
regional or national authorities-may also contribute. 

Involvement in managing meals can be an excellent beginning to get communities 
more involved in the schools. 

Assuring regularify irnd qualiry of meal&. Providing ammodities is not suffident to 
ensure students will receive meals regularly or that the meals will be of the 
desired quality. Cooking and storage facilities, water, fuelwood, and coob must 
also be available. Project activities may need to establish sources for these inputs 
and devise strategies to compensate for shortfalls (introducing fuelcffident 



stoves and cooking methods where fuel is in short supply, planting a school 
woodlot, etc.) 

Establishingptoductive r c j . 0 ~ ~ ~ ~ .  Project activities can create resources at schools 
to produce a portion of the inputs needed for school meals. This will reduce the 
burden on parents and the local community while providing opportunities for 
practical learning experiences. Fxamples are: 

- fenced, leveled garden areas 

- water supplies for cooking and gardening 

- tools, materials, and training to produce useful household items for sales at 
school bazaars 

Redesigned projects will have to juggle the demands of d t i n g  operations with the 
implementation of the new activities suggested above. There may also be 
considerable variation in the interest of local communities in continuing school 
meals after phaseout of donated supplies. 

The individuals preparing the redesign should survey communities and determine 
their commitment to school meals. A schedule for creating local capacity in those 
wnrmunities which wish to continue school meals can then be prepared in 
accordance with the phaseout plan for external resources. 

8.2.2 Food as a Nutrklon Supplemrnt rndlor an Income Transfer 

Food serves as an inlportant nunirion supplement when it is used to provide a meal or 
snack at school, and the school meal does not replace one that mould be provided at 
home. For example, if children typically receive breakfast in the morning, and no 
other meal until the evening, a lunch provided at school could serve as a major 
source of calories and protein. 

This use of food can contribute to drops in absenteeism. It prouides children who 
often walk long distances to school with an incentive to go 9.0 school tiad additional 
energy for the journey. Energy inputs also contribute to alertness and can enhame 
the students' cognitive ability in lessons. All of these benefits cantribute to the 
efficiency of the school system; pass rates, retention rates, and exam scores may all bc 
improved. 

School meals sene as an income wanr/n to households when the meal replaces one 
the child would otheMrise have had at home. Often the meal may serve as both a 
nutrition supplement and an income transfer: the child reoeim less at home (thus 



reducing costs of the parents), but the total amount of food consumed by the child 
(or the quality of the diet) is greater than it would have been in the absence of the 
school meal. 

Reducing costs of education for poor households can reduce absenteeism among 
students and can also increase retention rates of females in school. This latter effect 
is highly desirable not only for improving the quality of iife of women, but also 
because the number of years of education women receive is correlated with other 
positive changes, for example, imprwements in the child survival rate. 

Project designers should establish whether income transfer, nutrition impact, or a 
combination is most desirable in development terms, and the preference of the local 
communities. These decisions will have an impact upon other choices to be made in 
the projects, including resource requirements, the mode of implementation, and the 
timing of school meals. 

Income transfer may be achieved without organizing mcals at school, such as 
providing take-home rations or food stamps to poor households with children 
regularly attending school. Nutrition impact may also be achieved in this way, but 
school meals provide more assurance that the child will receive the desired level of 
benefit. 

8.2.3 Food for the Constructlon of Facllliss 

Improved facilities may be critical to enhancing primary education, Adequate 
classroom space, water supplies, woodlots for heating and cooking, demonstration 
gardens, and latrines are examples of resources that will enhance the learning 
environment and the health of children. Food can provide pan or all of the wages 
for workers constructing infrastructure or  it can be donated as an incentive to 
communities to undertake the work (see chapter 4). When a community is phased 
out from receiving commodities for school meals, this use of food can unse the 
impact on supplies during the transition period, while enhancing the education 
system. 

Construction of other facilities may be essential to introducing practical curriculum 
in basic life skills. Teachers cannot demonstrate agricultural skills, for example, and 
children cannot be tested on their practical skills in growing vegetables unless 
schools have fenced garden plots and adequate water suppks. Food can 
compensate workers or communities constructing such facilities. 

Garden plots and similar resources can also serve as a source of income generation 
for students or  for schools. Other assets such as school woodlots can serve energy 
needs and possibly serve as sources of income. Land preparation and planting may 
be accomplished with a food wage or  incentive. 



8.2.4 Food for Trrlnlng 

School systems have a continuing requirement for in-sewice teacher training to 
upgrade qualifications of teachers and introduce innovations in teaching practice. In 
many countries, educators are also working to implement curricula that are more 
relevant to their populations, emphasizing instruction in basic Ufe sldlls. Teachers 
need training in teaching the curricula md ia using new instructional materials. 
Training for other individuals involved in education including school inspectors, 
school managers, head teachers, and parents will also facilitate the introduction of 
new curricula. 

Food can be used to support training programs. It may be provided as an incentive 
to individuals to attend the sessions. It may also provide a wage element or incentive 
to individuals who are trained as trainers and organize training sessions for others in 
their areas. In addition, food can be usecl to provide meals during training activities. 

8.2.5 Food for Monetlzutlon 

Food can be sold to generate funds for certain of the other resources needed to 
implement education progra~ms. Monetization requests should follow current 
guidance for this use of food. Approval of monetization requests depends on 
justification of the requircmcnt for the funds and demonstration that they are not 
available from other sources. Food for use in school lunches could be sold to the 
government, possibly at subsitiized prices. This could be an intermediate step in the 
phasesver to full local supsport for lunches. Monetization policy requires that 
commodities be sold at full commercial price, but waivers can be granted provided 
the lower prices are justified B the monetization request. 

8.3 PROJECT DESIGN ISSUES 

Project design issues specific to enhancing primary education arc discussed in this 
section. Most of these issues are primarily basic design issues but they will also affect 
plans for project implemem~tation. The final issue of project amdination 
arrangemeno is an implementation issue which is critical to project success. 

Food-aided projects are intended to focus an the needs of the poor and on those of 
areas on the periphery of the system, such as rural areas and urban slums. Inmasing 
the education rate of females is also a priority, and it is important in meeting other 
priority concerns such as child su~vival. Determining the specific objects of projects 
will depend on the situation of tha! sectors in the country concerned. 



r Key Factors To Consider 

What is the composition of the population in attenda~$e at 
school? Are the numbers of poor children and females in 
r~ttendance at schools proportionate to their share in the 
population or is school attendance heavily weighted t<'~ better- 
off and/or male children? 

I 
How do attendance rates, facilities, and attendance ral,es of the 
poor and girls in rural areas compare with the situation in urban 
centers? 

Is the cumculum relevant to the needs of poor rural ayeas or of 
poor households in urban areas? I 

What actions are national, regional, or local authoritids taking 
to enhance the quality, relevanw, and efficiency of the 
educational system? I 

'Where. there is near universal attendance of ]poor children, or where the school 
population is almost universally poor, the focus of objectives will be on increasing 
the quality and relevance of education. When the poor are well represented, but 
girls or poor girls in particular are not, the objective of aafviticjs should spedfically 
focus on ways of increasing attendance of females in schools. 1 

1 
'Where the poor are underrepresented in the school system, or jwhere rural areas or 
Wba~ slums are poorly sewed by the school system, the objectiv? of activities will be 
to increax the attendance, of the poor and the educational resources that cater to 
their needs. 

8.3.2 Establlshlng Targeting Stratogler 

A targeting strategy should be based on clear-cut objectives critical ao an effective 
project to enhance primary education. It provides an objective basis for focusing 
limited resources in selected areas and indicates the factors that should be addressed. 



Project managenlent can concentrate on providing quality inputs to a specific set of 
schools, and on establishing the conditions for continuation of innovatious following 
the conclusion of the project. In the case of existing projects, a targeting strategy will 
provide the basis for preparing a phaseout or phasedown schedule for activities, or 
consolidation of a project. 

- - - - 

Key Factors To Coneider 

Are data available on the characteristics and efficiency of the 
xbwl system, broken down by geographical areas, to provide a 
perspective on the differences (if any) within the country? 

Are there certain characteristics, such as income of areas, ease 
of i\cnms, classroom space, teacher qualifications, or 
malnutrition of young children, which are correlated with the 
educational achievements of the school system in the areas 
concenwd? 

Are there differences between areas in respect to the percentage 
of poor students or girls attending school? If so, is it possible to 
determine why? 

ln the case of an existing school meals activity, is there an 
interest In mating the capacity to continue the activity with 
Iowl resources? Are there differences within the country in the 
support for the activity? 

The process of preparing the taxgeting strategy can be a positive factor in 
establishing the conditions for project implementation. It can be wed to create a 
consensus between project sponsors and the target population on the course of 
action for the project. 

The ministry ofeducatiorl or education department should take the lead in preparing 
the strategy and involve other intereskd departments and organizations as well as 
the target population. Existing data on the school system can be r e v i d  In 
addition, participant research involving school administrators, teachers, parents, and 
students can supplement the data. The process should indicate where the need for 
activities utilizing a food aid resource is grmest, md where such activities havt the 
most potential for success. 

The information should be assessed in relation to the resources of the project 
sponsor, and inputs available from national, regional and local sources. The most 
helpful targeting strategy is one that balances needs, interests and resources to 
provide a framework for sucoessful project actidtiis. 



Key Factors To Cllurslder 

What is the current relationship of primary schools to the 
communities they sewe? 

Are there institutions such as school committees that include 
representatives of parents and the local wmmunity as well as 
officials involved in the school and educational system? 

Project activities implemented with a food aid resources require a cooperative 
relationship between schools a ~ i d  communities. 

Facilities such as school gardens require year-round attention and security from theft 
and destruction. Teachers need assistance in preparing school meals and in 
procuring water and fuel. Students also require parental acceptance if they are to use 
new practical skills that they learn at school, for example, increasing the yields of 
home gardens. 

In many places, schools operate in isolation from the local community, and parental 
involvement ends at the school door. The wider community is indifferent to the 
school and certain segments of the community are hostile. School resources (such as 
fuelwood trees, water, and eardens) may not receive the protection of traditional 
authorities. 

Project designers should be sensitive to these problems. If the current situation does 
not encourage an active, positive interaction between the school and community, 
project activities should work to improve the relationship. At a midmum, school 
committees should be established and receive project support to  provide local 
leadership in implementing project activities. 

8.3.4 The Relatfonship d Curriculum to Project ActhrHIe8 

Most of the project activities described in section 8.2 require educational rewards for 
student participation. Where school meals are provided, students may be involved in 
meal preparation and in gardening to provide a portion of the inputs to the meals. 
This can be a positive benefit of project aaiviiies, providing practical 
demonstrations of basic life skills. 



Can food aid related activities be supportive of the curriculum, 
e.g., education in meals preparation? 

Can food aid help support a more practical curriculum, by 
providing opportunities for demonsmtfons of f d  preparation 
and handling, school gardens, etc? 

However, the activities can be countergroductive if students view them as extra 
activities (particularly if only a portion of the students are involved while all benefit). 
Even greater problems are caused if the work is assigned as a punishment. 

Project implementation will be easiest and achievements grater when training in 
basic skills is part of the curriculum and students are tested on their achkvements. 
Project designers should review the current curriculum and plans for any changes. 
Project resources can be directed to support implementation of positive ch~inges. 

The question of pcrsonncl is critical to project success. Primary education projects 
generally operate in a large number of schools. Many individuals will be involved in 
project implementation including national and regional personnel, district officials, 
school inspectors, school administrators, teachers, parents, and community helpers. 
Many of these individuals will need training and assistance from project staff to carry 
out their responsibilities. 

Project designers should survey sources of yersorurel who may 3e found among 
individuals already employed by governmend and private organizations. As many 
existing employees are already overburdened, volunteer service orpnizations, botb 
national and international, should be considered as another potential sounce of 
personnel. 

Funding for costs other than food is critical to the successful operation of the project. 
Transportation, personnel, training, and materials will all be required for prcject 
success. Agencies programming project food aid resources may have limited tmh 
funds, and education ministries typically face severe budgetary constraints. 



Key Foctora To Coaslder 

Are suffi'cient qualified personnel available to implement the 
program? 

What sources can provide the cash resources needed by the 
project? 

If meals are to be provided, 

What commodities should be provided for meals, given the 
desired impact on students and the intention to convert to 
the use of local resources? 
Are storage areas and cooking and eating utensils available? 
Are water and fuel available at the school? If not, can 
arrangenlents be made to bring them to the school in time 
for meal ]preparation? 

Many bilateral and multilateral donors as well as PVOs have funds that they are 
prepared to contribute to welldesigned primary education projects. Project 
designers should ensure! that these organizations are contacted during the design 
process. Monetization of f w d  may be used to supplement these other sources. 

The m e t h a  oiestimating commodity requirements for school a?eals are covered in 
the Commodity Refmncc Guide, section IV, pages 3949. Project designers should 
pay special attention to the substitutability of local commodities in planning 
resource estimates. 

Storage areas at schools and the availability of cooking and eating utensils are 
essential to school meals activities. Fuel and water for cooking and individuals to 
supervise the cooking proass are also necessary. In their absence, students will not 
receive the benefits intended from the provision of food. Inca1 communities need to 
be fully involved in ensuring that these resources are available. 

Possible solutions to the fuelwood issue are periodic work days to aeate stockpiles, 
combined with student activities to maintain the stock (e.g., students bring bundles 
of fuel to school acoording to an agreed-on schedule). A longer term solution L to 
plant fuelwood trees around schools. 

Similarly, water problems may be solved by making sure that storage bamls are 
available at schools. Gutters to collect rain water can be used where there ere no 
other sources of water such as wells, or carr be used to supplement these sources. 
Students may also collect water on the way to school to augment supplies. 



Timing of meals is a critical factor in achimdm~g desired project benefits. It is 
important to study the current pattern of ansumpl!ion. Project designers should also 
determine the optimal timing for the meal and identif) any constraints to serving the 
meal at that time. 

Problems such as the schedule for the school day mmy have to  be resolved by regional 
or national education authorities. Other potential problems include delays in 
securing fuel and water or  the times when amks .may be available. Lncol groups 
should be involved in identifyfng strategies to solve the problems. Ways of 
addressing fuel and water scarcity are discussed in ~ x a i o n  8.3.5. 

Key Factors To Conslder 

What is the consumption pattern of children in the absence of 
the meal? 

Is it intended that the meal have a nutrition impact or income 
transfer effect, or  a combination of the two? 

is it desirable to time meals so they will provide additional 
energy and help the children to pay attention to lessons? 

What constraints exist that will affect meal times, for example, 
school schedule, supplies of fuel and water, availability of 

The cooks, whether volunteer or  paid, may be delayad ia arrlving at school by 
household chores o r  disrance. This can result in the provision of meals k t e  in the 
school day. There are ways to ove~mrne this problem. For example, cooks can start 
the meal the previous day, using slow cooking techniques such as hay o r  solar boxes 
(which are also fuel efficient). Cooking can be finished and the seal sene4 shortly 
after the cooks arrive. 



- 
itey Factors To Conalder 

What structure is needed to ensure that all g roup  involved in 
project implementation work together effectively? 

How can project decision makers, implementcrs, and 
participants at the national, regional, and local levels be 
appropriately involved in decision making and evaluation? 

Coordination is a critical issue in most projeccs to enhance primary education, as 
there are large number of participants and multiple project sites. Project designers 
should give considerable attention to developing an effective coordination structure. 

Project planning workshops involving individuals from national, regional, and local 
groups could identify arrangements tailored to specific country circumstances. 
Project startup workshops and team building exercises would also be helpful in 
refining arrangements. 



9. NATURAL RESOURCES MANAGEMENT 

9.1 INTRODUCTION 

Food aid provides a significant share of the donor resources available for improving 
natural resources. Emphasis is placed on building soil and water conservation 
structures and on tree planting. Activities often have quantitative goals, for 
example, in terms of miles of terracing constructed or numbers of trees planted. 
Some projects have been highly successful in those terms. 

There is growing recognition, however, that the magnitude of environmental 
degradation will overwhelm such efforts, no matter how large. The focus is shifting 
from quantities to the creation of the human and other resources needed to enhance 
and maintain the environment on a continuing basis. This chapter identifies ways in 
which food aid can be used to support this newdirection. 

NATURAL RESOURCE MANAGEMENT PROJECTS 
USING A FOOD AID RESOURCE 

The goal of these activities is to establish management systems 
to assure adequate soil productivity and water availability for 
human and agricultural needs in poor areas. The principal 
features of these projects are: 

They are generally operating in environmentally degraded 
areas. 
The goals are long term and often in conflict with immediate 
private benefits. 
A ystematic approach is required to address these 
constraints, including- - sensitization of the local population to environmental 

prablems - collaborative land use planning and replanning - rehabilitation of natural resouroes - maintenance, protection, and managed use of the resources 
Food is used as a resource to support - oonstruction of physical structures - plant cultivation intervention - education and mining 



The problem an,alysis is a critical step for these projects, given their complexity and 
the long-term nature of the goals to be achieved. The example of a problem analysis 
included in section 2.3.4 was for a natural resource management project and listed 
quatioins that may be applicable to the proposed activity. General questions to 
consider include: 

Is(Are) the area@) suitable for rehabilitation? Are the costs of any proposed 
intervention reasonable in terms of expected benefits? 

What is the current level of awareness of environmental problems? Are there 
other interventions planned or underway at the national, regional, or local level 
that will have a positive or negative impact on the environment in the area? 

What are existing land use patterns? Is there an existing land use plan? If so, what 
authorities are raponslible for administering the plan? Are there religious or 
cultural practices that affect use of natural resources? 

What labor is available for construction and maintenance? What sUls does the 
labor have? 

How will the natural resource needs of the population be met, during and after 
the rehabilitation process? 

What actions are required to assure that natural resource management will 
continue following project phaseout? 

Labor availability can be a particular issue, as large-scale works and tree planting as 
well as small-scale structures and improved cultivation practices are often required. 
The labor availabili~ies in the area may be insufficient, especially if tree planting 
schedules and agriculture production calendars result in labor demands during the 
same time period. Refugee populations, which are present in many countries, may 
provide a source of needed labor. Although they have no vested interest beyond the 
food and other wages they rcccive, refugees can be employed for initial structural 
work and tree planting. Maintenance activities, which demand lower labor inputs, 
can be turned wer  to local populations. 

Consideration of this question and the others Usted above will clad@ what can be 
attempted in the area, and elements that need to be included in the project. Section 
9.2 provides mmples of the types of project activities included in natural resource 
management projects, and the ways in which food a n  be used to support the 
activities. The design issues of natural resourn management projects are discussed 
in Section 9.3. 

9.2 PROJECT ACTIVITIES 

Natural resource management projects gtnenlly include three types of 
interventions: construction of structures m d  Bdlitics, plant cuMation,' and 
educationhraining. The following table provides an illustration of typical activities. 



Overview of Activities Included in 
Natural Resource Management h j e c t s  

1. Nurseries 
- Levelring and 

fencing site 
- Water 

storalleldelivery 
system 

- Preparation of 
seed 1- 

- Consl.ruction of 
officehousing for 
nursery manager, 
roofed shelter, 
storeroom 

2. Water Retention/ 
Soil Consemtion 
Structures 
- Terraces - Bun& - Rock Lines - Contour plowing 
- Water harvesting - Sediment ponds - Diversion 

channels - Dams - Windbreaks 

3. Fencing of 
Protected Areas, 
Outplanted Areas, 
and/or Individual 
Tree Seedlings 

4. Maintenance of 
Structures 

Plomt Cultivation 

1. Seed Collection 
- Native gasses, 

shrubs, and trees 

2. Nursery Operation 
- plastic b a g  
- Planting and 

cultivating a 
variety of useful 
shrubs, trees, and 
vegetable 
seedlings 

- Growing produce 
for sale 

3. Outplanting 
- Digging holes 
- Distributing 

seedlings - Planting seedlings - Watering - Mulching - Replanting - Seeding of 
rangelands 

4. Protection and 
Maintenance of 
Plants 
- Surveillance of 

outplantinp and 
protected areas - Watering - wading  - Pesticide 
application 

1. Envir~~mental  
Awarcness 
- Lnarl community 

and leaders - TeatherslStudents - Extension agents 

2. Management of 
Interventions 
- Local leaders - NurseIy managers - Workgang 

su pervisors - Extension agents 

- Design of 
structures - Construction 
techniques - Plant selection - Cultivation - PJursay operation 

4. Business Skills 

- 'Marketing of 
nursery products, 
seedlings, timber, 
and fuelwood 

.- Personnel 
management - Financial 
planniag, 
aasunting, and 
auditing 

- wood - Fruiu and nuts - Fodder 



'The specific interventions included in a projcct will depend on local circumstances. 
A pasture improvement project might include only reseeding and surveillance of the 
area or could also involve fencing and introduction of trees for land improvement, 
shade, soil stabilization, and fodder production. Similarly, projects in fami land 
might include establishment of soilfwater conservation structures in fields, collection 
of seeds of native-preferred tree species to be seeded with crops on the farm land, or 
may include the full1 range of interventions discussed above. In urban areas, trees and 
other plants may be established to improve air quality and aesthetics, as well as 
provide incomes from the sale of products. 

Nurseries provide a means of growing useful grasses, vegetables, ornamentals, 
shrubs, and trees, r~nd they may be critical for assuring the economic sustainability of 
the interventions. Nursery establishment usually has to be included as a project 
component unless :nurseries are already in operation in the areas concerned. 

Education and training is a critical component that often receives insufficient 
emphasis in projects. Creating awareness of environmental issues in the local 
population is an essential first step. Representatives of all user groups should be 
identified and included in the land use planning process. These individuals will often 
require training in planning skills and in the options available to address their 
environmental problems. Educating the youth will provide additional support for 
current operations and help auure continuation in the future. Training in 
management as well as technical and business skills are needed to assure the viability 
of the activities. The following sections discuss how food can be used in the projects. 

9.2.1 Food To Compensnte Workers 

Food alone or in combination with cash is commonly used as a wage on natural 
resource management projects. The most visible use is on large-scale labor intensive 
public or communal projects such as dams, roads, soil and water conservation 
measures, and plantation establishment. In these cases, the resources created form 
part of the development infrastructure of the country, and the issues discussed in 
chapter 5 are applicable to the project. 

Food as wages is also used to pay nurc;ery workers and other personnel. This use of 
food can extend the cash available for the project so that more can be accomplished. 
Nurseries are a critical component of many projects, and it is ofien a goal to 
establish them as self-supporting or preferably profitable enterprises providing both 
employment and income to local groups. Chapter 6 on long-term income generation 
includes examples from natural resource management projects and amiders food 
use in such enterprises. 

9.2.2 Food for Products 

Food rations in combination with a cash payment or done can be used to trade or 
"purchase" products or services a project might normally have to procure. 
Individuals or families can be contracted to provide tree seeds, tree seedlings, smd 
dune fixation materials, gully fill, or numry materials such as watering cans, feiidng, 



shading materials, or even a well. This arrangement Is panicularly appropriate for 
women, who generally have other family responsibilities and can benefit from part- 
time work and flexible work arrangements. 

9.2.3 Food tor Fallow 

This use of food aid is similar to compensation provided to American fanners under 
the Conservation Reserve and the earlier soil banWtree bank programs. The 
programs might include elements of land improvement such as reseeding of pastures 
or tree planting as the basis of a new sylvo-pastoral or ap fo re s t ry  system in 
addition to limitations on traditional use. Food aid can provide for family survival 
during the period until the land can once more be used for pmductive purposes. 

9.2.4 Food tor Trrlnlng 

Food aid can be used as an incentive to panidpate in the seven11 types of training 
activities outlined in the chart, Although training opportunities awe an incentive in 
themselves, it is mot always possible for poor individuals to take \time from normal 
income generating activities without support. Provision of a meal diuring the training 
session or a take-home ration can be sufficient to ofket these opportunity costs. 

Food aid can also be used either to support the trainee or the hrmchold of the 
trainee during longer term training. This could be during thc training period and 
also during the time the trainee is applying new skills in an c:nterpise prior to its 
generating sufficient revenues to pay wages. An example is using food aid for the 
meals of participants attending a fruit tree nursery management mining program. 
The participant's family also receives food aid while the participant lk in training. 
Or~ce the participants complete training and return home to establish a nursery, tbey 
and their families continue to receive food aid until the nursery is in production and 
can produce an incame for wages. 

Food can also be provided for trainers. For atample, extension agentsftrainers could 
receive half their wages in food oommoditia. Thinen who are htrodudng 
environmental awareness cuniculum to teachers could reoehrc: similar 
compensation. Food aid could also be given to lead Esnmers who participate in 
practical training sessions and implement what they have learned on their awn fields 
as demonstrations for the community. Using food commodities for part of the salary 
can stretch a project's cash resources, increase the total number of personnel, and 
can provide remuneration for paracJttension agents and lati hrmen. 

9.2.5 Food tot Plantlng or Raplmntlng 

Food aid can provide suppon :or families during the pedal of time that it take8 to 
establish trecs as new cash crops. New varieties of cash amp trees that are better 
suited to markets can supplement local varieties. Examples of this use were provided 
in section 622 



Food aid support could also be appropriate during refugee resettlement, 
transmigration, and new land schemes where settlers are waiting for recently 
established cash crops such as fruit trees, coffee, and tea to come into production. In 
addition, in situations in which diseases, fire, insects, and changing climate 
conditions have destroyed a family's crops, food aid can provide the bridge while 
labor is invested in the establishment of new trees or other environmentally 
appropriate crops. 

9.2.6 Food for Protection 

Food wages or incentives can provide the nectssary additional input to motivate or 
enable individuals or groups to protect natural resources. Activities could include 
fire protection, grazing control, or fencing. Also food aid could train and maintain 
fire fighting crews and game guards. In the buffer zone of protected areas, food aid- 
supported developmental activities can provide people with an alternative to park or 
forest exploitation. 

An example is an activity in which villages proximate to national forest parks are 
contracted to build and maintain fire breaks and to suppress wild fires. Food 
commodities are delivered in the lean, or hungry, period of the year-just prior to 
the rains. The labor is provided mainly in the slack period after the end of the 
harvest season. 

9.2.7 Food tor Incentlveo 

Food aid can be used to provide an inducement for people to undertake activities 
and increase participation. For example, group meals for people participating in 
village or national workdays can leverage substantial in-kind labor and provide for 
group cohesiveness. Fopd aid incentives can also be used as a reward for farmers 
who plant ana protect trees; the payment in food aid can be based on the number of 
seedlings surviving after a given length of time. This approach co1lld be used in any 
circumstance where behavior modification is desired and small periodic labor inputs 
are necessary for activity suocess. Fulfilling the contract obligation by the donor of 
the promised commodities is important for continued credibility. 

The use of a food aid incentive can also help individuals ovcrcome barriers to 
mobilizing sufficient labor for conservation works on their fields. In many ueas, 
labor "invitations" to families and Mends will be responded to, but the invim b 
expected to provide a meal. A natural resources management project could establish 
village-managed revolving food stocks for this purpose using donated foods. 
Farmers could take food out to undertake the work and repay the hand with grains in 
kind after the hawest. The fund would be available for additional farmers to use for 
similar work the following year. 

Q.2.8 Food tor Monotlutlon 

Food can be sold to generate tltnds for artain of the other resources needed to 
- implement natural resouroe management projects. Monetfiation requests should 



follow current guidance for t U  rrse of food. Approval of monetization requests 
depends on justification of the requirement for the funds and demonstration that 
they are not available from other sources. 

Closed monetizations of commodities, where food aid is sold to the participants in 
axtivities, may also be appropriate in projects. For example, food a~mmodities can 
be sold at subsidized prim to low-paid workers on construction acllvities and the 
fimds used for project budget needs. This use of food can be helpful in attracting a 
labor force and can also help to assure food is available for workers. This can 
sometimes be a problem, especially when large numbers of laborers are working in 
areas with small populations and limited markets. Monetization policy requires that 
commodities be sold at full commercial price, but waivers can be granted provided 
the lower prices are justified in the monetization request. 

9.3 PROJECT DESIQN ISSUES 

Many of the project design issues discussed in earlier chapters also apply to ming 
food aid as a resource in forestry/natural resource projects. Those brought out in 
chapters 5 and 6 alae especially applicable and should be taken under careful 
consideration. Addirional issues that require special emphasis in natural resource: 
management projects are discussed in this section. 

9.3.1 Slbkction of tihe Project SRe 

How difficult are the technical problems posed by the proposed 
site@)? Are there well-established techniques for addressing the 
piroblems that have been tested in similar areas in the country? 

Are there activities underway or planned at the national, 
regional, or local level that will have a positive or neptfvc 
impact on natural resouras in the area? 

Will the planned intewentions provide benefits to the 
community living in the area? 

I How poor is the area concerned? How serious are food deficits? 

There is often a conflict between working in degraded, poor a m  with severe food 
deficits and the pxential for success with natural resource management activities. 
Planners need to consider the resources they have milable and the previous 
experience in the muntry when choosing sites for a new project. Initial activities 
should be in areas \with more favorable wnditions unless tbere is the paaibiMty of 
building on the achieve.ments of tested approaches. Starting in easier areas will 
enhance the chance of project success and avoid early discouragement of personnel. 



As more expertise is created by ~ r o j : ~  activities, consideration can be given to 
expanding into more diftlcult areas. \, 

\ 
Project site selection must madder atsc: how the area flts into existing national, 
regional, and local land use and hnure hlans for the areas. Project efforts in a 
watershed can be defeated if activities farther up the watershed result in water 
diversia n or increased runoff. Converstty, forest plantation development or 
soilhater stabilization efforts can increase th& chances for success in a marginal site. 

\\ 

Increasing the biomass in degraded areas \,may be critical to protection and 
enhancement of the environment in large (ai,d often more favored) areas of the 
country. However, forestry development or pd,atection measures can reduce land 
needed for production in the treated areas. In '\.!hese cases, it will be essential to 
assure there is potential at the site to incorporacp elements of benefit to the local 
population, and that there is existing expertise to iisplement the components. , 

Plannen will also need to ensure that food is an adoropriate resource to use in the 
areas. Although degraded areas often hbre inadeq!;late food supplies, this is not 
always the case, and other forms of compensatiot: or incentives may be more 
appropriate. \ 

\ 

9.3.2 Enaurlng Neceaaary Tochnlcal Input8 Are ~d,u:~lable 
\ 

- - 

Key Questions \ 
\ 

What technical inputs are needed both for establh hment of the 
activity and for the long term? \ 
What infrastructure does the PVO and any 1-1 NC'iO partners 
have to: (a) manage the activities, (b) conduct trainir@ (c) 
organize marketing activities, and (d) assure timely dqlivery of 
food aid? \ 

'. 

What skills are available from gwernment departmend such as 
\ Forestry, Agriculture, Land Management, National Par\? or 

donor project activities? \ 
\ 

Are there private or quasi-private environmental protcctdfn 
organizations that can provide informational or other technical 
inputs? 

What technical skills are available from in-country consulting 
organizations? 

A broad range of technical skills are typically required for natural resource6 
management. Project designers must rssess which skills will be raquirrd for the 
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proposed activity and identify where the skills can be acquired. A dirst step b 
determining whether the PVQ i&astructure and food handUng capacity are: 
adequate in terms of the size, complexity, and location of the activity. If NGO 
partners are involved, their resouroes may supplement thoee of the PVO. 

Arrangements should be made for a &ew of the initial phns and assessment of the 
twhnical complexity. Even small-scale aaMties such as a check dam in a gully can 
represent a heavy cost in hbor and other resources to a village, and can be destroyed 
if the design of the structure does not antidpate the maximum flows in the area. 
PVOs and NOOs are unlikely to have all the ntcessary skills present among their 
staff members. Other institutions in-coun try may include persons with the necessary 
backgrounds, and these slhould be identified Some of these organizations may be 
prepared to participate in the project activity and to contribute these skills, as is 
discussed below. Otherwl'se, project budgets should include funding to acquire the 
necessary technical inputs, preferably from in-country organfiations. 

9.3.3 E8tabll8hEng a Worklng Reldlonahlp WRh Multlpk Imtero8t Group8 

Key Questions 

What individuals and local communities, as well as govern- 
mental, private., and donor organizations, have an interest or 
responsibility fir the project? 

What is the intlerest of each group? 

How can the in,terest be satisfied? 

How can oll interest groups be involved in planning and 
replanning the activities? 

What p~ocedures are needed to ensure that all parties under- 
stand what they are expected to contribute to the project and the 
benefits they will receive, including the ownership of outputs? 

The stakeholders analysis discussed in section 23.5 has particular importance for 
natural resource management projects. The local population has the largest stake, 
and it is likely that there will be a variety of interests to accommodate within this 
group. In addition, individuals or groups not normally resident in the area may have 
ownership or usage rights that will be affected by the acrMtia. Conl?lcIs betwan 
groups and between benefits to communities versus individual benefits as well as 
short-term venus long-term benefits will need to be identified and resolved. 

A variety of governmental and private organizations may rho bave Ian interest in the 
activity or be involved as resource providers. It is common to bave technical 



expertise provided by more than one government ministry, for example, site and 
species selection by staff of the Forestry Departmeut and extension agents fiom the 
Ministry of Agriculture. Ministries of the Interior are concerned with such issues as 
land registration and management, and other departments may k: responsible for 
the local political institutions that police land rights and usage and may have local 
revenue raising authority. Voluntary groups of several types, local, national, and 
foreign, may have a stake in the activity as well as cnvironmcntal action groups. 

Collaborative planning needs to start early with key stakeholders and should be a 
. continuing process. Agreements between the collaboratiag organizations must be 

made on roles and responsibilities, on e t h e  line for implementation, and a plan for 
phaseout of the various external inputs. Agreed-on schedules should be developed 
for delivery of food commodities and other inputs. 

A variety of means can be used to establish and maintain the working relationship. 
Focus groups may be established within each of the collaborating groups to discuss 
problems and expectations. Representatives of the groups should meet on a regular 
basis to review ammplishments and plan future activities. Institutionalization of the 
arrangements will permit continual attention to natural resource management issues 
in the area concerned and changes in the epplroach as required over time. Init.ially 
the project sponsors can assist in organizim~g the project network, but should ensure 
that the local groups assume responsibility ,for continuing the consultative process. 

9.3.4 Identlfylng and Rerolvlng Oendev Irruer 

Key Qutstlons 

Were both local men and women si~rveyed to determine their 
attitudes toward and requirements .for natural resources? 

I PIIc both men and women included, in the planning group? 

Are there differences between men and women in their 
responsibilities, access, and usage with respect to natural 
resources? 

Have project plans adequately addressed the needs of both men 
and women? 

Women often have the major responsibility for household fuel and water supplies. 
In arid regions with limited sources of fuel and water, these duties absorb ever 
greater amounts of women's time. Women also have significant roles in agriculture 
production, processing, and incomcgenerar,ing activities. Women's enterprises such 
as palm oil processing, soap making, or beer brewing require large quantities of 
water and fuelwood. Women also collect wild tree products such as shea nuts, which 



are imporuint sources of family food and income. All of these activities can be 
affected positively or negatively by project interventions. 

Women's labor b often needed to carry out the activities, and they may benefit from 
the new enlployrnent opportunities. However, women's multiple responsibilities in 
food production and domestic chores can affect their ability to participate. If their 
participation is required, otner important activities may be neglected. 

4 
d However, when natural resource management activities ore undertaken, women are 

L 3 often left out or underrepresented in the planning and implementation of activities. 
As men are often unaware of the details of women's activities, or their interests are 
opposed to those of the women, the failure to fully include both men and women in 
information gathering end planning activities can cause hardship and/or failure of 
the activity. 

When women are included, they can assist in finding solutions to conflicting 
interests. For example, closing an area to fuelwood collection may be impossible to 
enforce if there are no alternative sources of supply. Preceding the action by planting 
fast growing shrubs suitable for fuel as borders around the area, in oompounds or on 
unused land, combined with environmental education of the population can increase 
the chance of success with the intervention. The timing and organization of work 
can also accommodate women's responsibilities. Flexible wrorldng hours, part-time 
work, child care, and meal provision at work sites are examples of possible 
approaches which could be considered with the women. 

9.3.5 Assuring Contlnuatlon of Natural Resourca Manrgamant 

Key Questions 

What opportunities are there for long-term income generation 
from project activities? 

Will the interventions increase yields &om agriculture, make it 
possible to grow more or different crops, or emend the 
production season? Will there be any increased income or 
benefits in livestock production? 

Can charges be established for natural resource we that will 
finance continued maintenance and enhancement of the 
resources? 

What arrangements are there for continuing environmental 
awareness training? 

Three conditions are needed to assure continuation of natural resource management 
efforts. First, the population of the area must be aware of the relationship between 
plants, consentation sr~ctures, and soil fertilityhter availability. S a n d ,  the 



community must have a vital economic Interest in maintainin,j: the structures and 
plants introduced by the activity. And finally, there must be sonnc means of  assuring 
that a portion of the income generated is used b r  continued improvement and 
rmaintenance efforts. Arrangements for assuring these aondif~ions are met are a 
:necessary component of successful activities. 




